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REPORT  OF  THE  AUDITOR  GENERAL  OF  CANADA 

ON  FINANCIAL  MANAGEMENT  AND  CONTROL  PRACTICES 

WITHIN  THE  GOVERNMENT  OF  CANADA 


X 

FINANCIAL  MANAGEMENT  AND  CONTROL  STUDY 

( This  is  a  reproduction  of  Part  X  of  the  Report  of  the  Auditor  General  of  Canada  to  the 
House  of  Commons  for  the  year  ended  March  31,  1975.) 

1.  In  1974,  my  staff,  strengthened  by  partners  and  staff  provided  by  16  Cana- 
dian firms  of  chartered  accountants,  began  an  intensive  review  of  financial  management 
and  control  within  the  Government  of  Canada. 

As  described  in  my  1974  Report,  the  study  aims  at  dealing  with  the  Audit  Office's 
concern  about  the  adequacy  of  the  systems  and  controls  in  departments  and  agencies  for 
which  I  have  audit  responsibilities. 

This  chapter  sets  out  the  findings  in  brief  form.  A  fuller  appreciation  of  their  significance 
can  be  gained  by  a  study  of  the  Supplement  to  this  Report,  the  first  supplement  to  a  report 
of  an  auditor  general.  This  contains  the  background  and  the  findings  reported  in  late 
summer  1975  to  the  central  government  agencies  with  overall  responsibility  for  financial 
management  and  control. 

An  appendix  to  the  Supplement  contains  brief  statements  of  recommendations  and 
observations  made  to  senior  officials  following  examination  of  their  individual  departments, 
together  with  their  responses. 

2.  Evaluation  of  financial  and  internal  accounting  systems  and  controls  forms  an 
integral  part  of  the  contemporary  approach  to  auditing  since  it  governs  the  nature  and  the 
extent  of  all  other  audit  tests.  The  Audit  Office  devoted  a  substantial  portion  of  its  resources 
to  this  evaluation  in  the  last  year  because  I  was  aware  that  the  findings  would  be  a  major 
factor  in  determining  the  scope  and  nature  of  my  staffs  audit  work  in  the  future.  It  is 
emphasized  that  the  study  did  not  disclose  any  frauds  or  misappropriations  of  public  funds, 
nor  was  it  designed  to  do  so.  However,  it  did  disclose  opportunities  for  such  abuses. 

3.  The  study  leads  to  one  clear  conclusion:  the  present  state  of  the  financial 
management  and  control  systems  of  departments  and  agencies  of  the  Government  of 
Canada  is  significantly  below  acceptable  standards  of  quality  and  effectiveness. 

It  is  evident  that  our  audit  tests  must  increase  substantially  unless  the  government  acts 
promptly  to  apply  remedies.  An  increase  in  audit  tests,  however,  is  not  a  substitute  for 
adequate  financial  management  and  control.  With  this  in  mind,  I  adopted  the  practice  of 
providing  responsible  government  officers  with  the  findings  of  the  study  as  early  as  possible 
so  that  they  could  initiate  action  to  remedy  deficiencies  without  waiting  for  my  Report  to  be 
made  public. 


4.  Among  the  findings: 

the  Treasury  Board  Secretariat  has  taken  significant  steps  in  the  past  two  years  but 
much  remains  to  be  done  for  it  to  discharge  adequately  the  Board's  statutory 
responsibilities  for  financial  management  and  control  in  the  government; 

financial  reports  provided  to  departments  by  the  Department  of  Supply  and  Services 
have  not  attained  the  quality  and  timeliness  that  departments  require,  and  as  a 
result  there  is  substantial  duplication  by  departmental  accounting  and  reporting 
systems; 

departments  have  not  utilized  in  the  most  effective  manner  the  increased  authority 
given  to  them  in  financial  matters  through  the  changes  in  the  Financial  Administra- 
tion Act  in  1969; 

financial  information  in  the  Estimates  and  the  Public  Accounts  could  be  improved 
significantly  so  that  Parliament  and  the  public  are  more  adequately  informed  as  to 
the  use  of  funds  appropriated; 

despite  extensive  time  and  effort  by  management  at  all  government  levels,  depart- 
mental budgets  are  not  explicit  enough  to  provide  a  sound  basis  for  controlling 
managerial  performance; 

although  budgetary  control  systems  satisfy  the  legal  restriction  against  over-spend- 
ing of  appropriations,  they  do  not  show  managers  whether  the  intended  purposes 
have  been  attained  by  relating  clearly  stated  objectives  to  explicit  benefits  measured 
quantitatively  whenever  possible; 

weaknesses  in  financial  controls  often  result  in  unreliable  financial  data  and  leave 
departments  exposed  to  the  possibility  of  fraudulent  actions; 

the  scope  and  quality  of  internal  audits,  which  might  expose  deficiencies,  could  be 
substantially  improved; 

there  are  widespread  shortages  of  staff  with  appropriate  training  in  financial  control 
systems; 

-     duties  of  financial  staff  in  many  departments  and  agencies  have  been  interpreted  in 
such  a  way  that  important  areas  for  financial  control  are  not  adequately  covered. 

5.  Recommendations  in  this  Part  are  primarily  directed  to  matters  that  apply 
across  the  government  service.  The  specific  matters  that  heads  of  departments  and  agencies 
may  take  action  on,  without  central  agency  involvement,  have  been  reported  separately  to 
them. 

The  emphasis  on  actions  and  on  studies  that  need  to  be  undertaken  by  central  agencies, 
as  well  as  proposals  to  facilitate  such  action  by  clarifying  central  responsibilities,  should  not 
be  construed  as  detracting  in  any  way  from  the  primary  responsibility  of  deputy  heads  for 
financial  management  and  control  within  their  departments.  Although  it  must  be  concluded 
that  deputy  heads  have  neglected  this  important  aspect  of  their  responsibilities  since  1969, 


when  statutory  responsibility  devolved  upon  them,  it  is  encouraging  for  me  to  report  their 
positive  responses  to  recommendations  listed  in  the  appendix  to  the  Supplement. 

Nevertheless  adoption  of  the  United  Kingdom  practice  of  designating  deputy  heads  as 
accounting  officers  for  the  appropriations  of  their  departments,  a  recommendation  of  the 
Independent  Review  Committee,  would  serve  to  emphasize  their  primary  accountability  to 
Parliament  for  the  public  funds  placed  in  their  stewardship,  as  well  as  their  accountability 
to  the  prime  minister  who  appoints  them  and  to  the  government  on  behalf  of  which  they 
administer. 

The  Supplement  contains  the  full  range  of  shortcomings  and  weaknesses  disclosed  by  the 
study,  and  proposes  possible  courses  of  action  to  remedy  them.  It  also  describes  in  some 
detail  how  the  various  government  financial  processes  work.  It  is  printed  in  full  since  I 
deemed  it  important  that  all  the  information  be  available  to  the  House  of  Commons. 

This  Part  contains  the  more  significant  findings  concerning  deficiencies  and  repeats  in 
entirety  the  recommended  courses  of  action.  To  facilitate  locating  material  in  the  Supple- 
ment, chapter  and  paragraph  numbers  are  cited. 

Estimates  and  Public  Accounts  (Chapter  II) 

6.  Estimates  (paragraphs  2.1  to  2.35)      —  Changes  in  the  form  of  the  Estimates 

over  the  last  10  years  have  seriously  reduced  the  effectiveness  of  Parliament's  control  over 
government  expenditure,  because  the  reduction  in  the  number  of  votes  and  the  broadening 
of  the  vote  wording  which  took  place  was  often  not  accompanied  by  appropriate  supporting 
information.  For  example: 

-  reducing  the  number  of  votes  and  making  the  wording  more  general  gave  manage- 
ment greater  flexibility  but  the  loss  in  Parliamentary  control  was  not  offset  by 
activity  information  which  more  adequately  disclosed  program  costs; 

descriptive  content  rarely  satisfies  Treasury  Board's  own  criteria  for  program  objec- 
tives which  would  be  meaningful  to  Parliament; 

narrative  information  provides  insufficient  indication  as  to  what  those  involved  in 
the  programs  actually  do,  who  benefits,  or  the  precise  results  sought. 

It  is  unlikely  that  any  rigidly  uniform  system  of  presentation  can  be  developed  to  answer 
the  needs  of  Parliament  in  all  cases.  The  present  Estimates  demonstrate  that  a  significant 
loss  of  information  results  when  standardization  is  carried  too  far.  In  making  the  changes 
Treasury  Board,  while  attempting  to  improve  the  previous  presentation,  appears  to  have 
given  insufficient  attention  to  financial  control. 

Present  practices  lead  to  uncertainty  concerning  the  nature  of  the  expenditures  that 
appropriations  are  intended  to  cover.  It  is  therefore  difficult  for  my  Office  to  discharge  the 
responsibility  assigned  to  me  in  Section  61(1  )(c)  of  the  Financial  Administration  Act  — 


namely,  to  call  attention  to  every  case  where  "any  appropriation  was  exceeded  or  was 
applied  to  a  purpose  or  in  a  manner  not  authorized  by  Parliament". 

A  comprehensive  study  of  the  form  of  the  Estimates,  and  the  information  submitted  by  each 
department  and  agency  in  support  of  appropriation  requests,  is  required  to  determine  changes 
needed  to  achieve  better  disclosure,  as  well  as  better  control  by  Parliament  and  by  the  govern- 
ment of  departmental  spending  in  relation  to  the  appropriations  granted.  (2.35) 

7.  The  Public  Accounts  (paragraphs  2.36  to  2.46)     —  Any  changes  that  may  result 

from  a  study  of  the  Estimates  will  automatically  improve  the  Public  Accounts,  but  other 
improvements  could  be  made  to  the  latter.  For  example: 

anyone  not  intimately  familiar  with  the  content  of  these  volumes  and  the  location  of 
material  in  them  is  likely  to  find  them  difficult  to  use; 

much  expenditure  information  is  repetitive;  and 

information  in  the  Public  Accounts  does  not  parallel  the  Estimates  structure  closely 
enough  to  maintain  adequately  the  government's  accountability  to  Parliament. 

The  form  of  the  Estimates  is  the  basis  for  establishing  the  accountability  of  government, 
and  inconsistencies  between  the  Public  Accounts  and  the  Estimates  should  be  corrected.  In 
addition,  since  the  Public  Accounts  deal  with  what  has  actually  taken  place,  they  should  be 
capable  of  presenting  information  in  a  more  precise  form  than  Estimates  which  deal  with 
prospective  events.  Activity  information  provided  in  summary  form  in  the  Estimates  should 
be  presented  in  greater  detail  in  the  Public  Accounts,  together  with  non-financial  data 
showing  what  results  have  been  achieved. 

While  the  Public  Accounts  should  contain  data  beyond  that  in  the  Estimates,  neverthe- 
less the  two  documents  must  be  closely  co-ordinated.  A  more  adequate  and  consistent 
accounting  would  be  rendered  to  Parliament  if  a  single  central  agency  were  responsible  for 
the  form  of  the  Estimates  and  the  Public  Accounts.  This  would  ensure  that: 

appropriations  and  supporting  detail  in  the  Estimates  are  structured  in  a  manner 
permitting  an  adequate  accounting  subsequently; 

detailed  accounting  information  is  available  to  support  Estimates  requests  before 
changes  are  introduced  through  the  Estimates; 

analytical  material  in  the  Public  Accounts  is  related  to  that  submitted  in  support  of 
the  Estimates;  and 

the  two  documents  provide  a  consistent  approach  to  the  problem  of  making  properly 
visible  the  financial  aspects  of  the  increasingly  complex,  varied  and  changing  pro- 
grams of  government. 


A  single  central  agency  should  be  responsible  for  the  form  of  the  Estimates  and  Public 
Accounts  so  that  a  more  adequate  and  consistent  accounting  can  be  rendered  to  Parliament. 
(2.46) 

Allocation  of  Resources  (Chapter  HI) 

8.  This  report  is  not  concerned  with  the  wisdom  of  the  decisions  made  in  the 
process  of  allocating  available  funds  but  rather  with  the  value  and  quality  of  the  informa- 
tion on  which  the  decisions  are  made,  as  well  as  the  need  that  they  be  clearly  formulated 
and  communicated  if  managers  are  to  be  expected  to  manage  and  control  funds  in  line  with 
the  intent  of  Parliament  and  the  government. 

9.  Communication  of  Governement  Objectives  (paragraphs  3.7  to  3.18)       —  If 

funds  are  to  be  managed  and  controlled  effectively,  there  must  be  a  clear  perception  on  the 
part  of  all  concerned  as  to  what  was  intended  at  the  time  resources  were  allocated. 

An  essential  of  good  financial  management  is  effective  communication,  not  only  of 
priorities  within  overall  government  objectives  at  the  higher  levels  of  administration,  but 
also  of  related  specific  sub-activity  goals  at  the  operating  manager  level.  In  many  cases  the 
government's  or  the  department's  own  specific  objectives  are  not  being  adequately  commu- 
nicated to  staff  involved  in  preparing  Program  Forecasts  —  the  planning  for  future 
spending. 

Program  Forecasts  submitted  to  Treasury  Board  Secretariat  often  reflect  an  aggregation 
of  the  priorities  of  individual  managers  rather  than  a  unified  response  to  priorities  of  the 
government  or  of  senior  departmental  management.  Managers  tend  to  exert  inordinate 
upward  pressure  on  expenditure  levels.  Without  properly  established  priorities,  they  have 
little  reason  to  do  otherwise. 

The  present  process  fails  to  achieve  a  clear  understanding  of  what  is  to  be  attained  in  a 
fiscal  year,  although  facilitating  agreement  by  leaving  plans  and  priorities  unstated  or 
stated  only  generally. 

There  is  a  need  for  governmental  and  departmental  objectives,  and  program  priorities, 
detailed  enough  to  provide  effective  guidance  to  be  communicated  formally  and  on  a  timely 
basis  to  managers  responsible  for  the  various  aspects  of  financial  planning.  (3.18) 

10.  Assignment  of  responsibility  for  Program  Forecasts  (paragraphs  3.32  to  3.36) 
—  Treasury  Board's  Program  Forecast  and  Estimates  Manual  says  that  Program  Forecasts 
should  be  put  together  from  the  "top  down",  that  is,  centrally  by  senior  management  with 
other  levels  providing  planning  information  through  continuous  dialogue.  But  many  depart- 
ments use  a  "bottom-up"  approach  which  involves  combining  individual  Forecasts  pre- 
pared at  various  levels.  This  results  in  extremely  lengthy  Forecasts,  excessive  detail,  wasted 
time  of  lower-level  managers,  and  frustration  among  managers  over  seemingly  arbitrary 
budget  changes. 


Detailed  Program  Forecasts,  prepared  by  lower-level  managers  up  to  15  months  before 
the  fiscal  year  begins,  often  form  the  basis  for  the  operating  budgets  against  which  manage- 
rial performance  is  subsequently  measured.  Such  detailed  budgets  should  be  prepared  later 
when  program  issues  are  settled,  price  changes  known,  and  financial  results  of  the  current 
year's  operations  more  completely  available. 

Senior  management  of  departments  and  agencies  should  prepare  Program  Forecasts  cen- 
trally with  other  levels  of  management  providing  information  for  planning,  primarily  through 
continuous  dialogue  with  headquarters.  (3.36) 

11.  Content  of  Program  Forecast  submissions  (paragraphs  3.37  to  3.40)  —  Proce- 
dures for  preparing  Program  Forecasts  lead  to  detailed  information  not  needed  by  Treasury 
Board  in  allocating  resources.  However,  in  some  cases  Forecasts  lack  the  information 
Treasury  Board  needs  and  this  then  has  to  be  obtained  by  direct  inquiry. 

Program  Forecast  information  requirements  should  be  studied  to  make  certain  that  they 
contain  only  essential  detail  and  specify  requirements  which  recognize  the  fundamentally 
different  natures  of  the  various  departments  and  agencies  and  the  diversified  programs  they 
administer.  (3.40) 

12.  Evaluation  of  Continuing  Programs  (paragraphs  3.41  to  3.46)  —  Major  por- 
tions of  existing  programs  are  not  automatically  subjected  to  a  regular  program  review  by 
departments,  by  Treasury  Board,  or  by  Cabinet.  Treasury  Board  may  advise  departments  to 
eliminate  or  to  reduce  a  lower-priority  item  in  favour  of  a  new  one,  but  this  practice  does 
not  take  into  account  the  possibility  that  other  departments  and  agencies  have  still  lower- 
priority  items  that  ought  to  be  discontinued. 

A 11  programs  should  be  reviewed  in  detail  on  a  cyclical  basis.  Reviews  should  be  conducted 
by  departments,  with  appropriate  central  agency  participation  to  provide  an  adequate  basis  for 
them  to  perform  their  resource  allocating  and  budget  monitoring  responsibilities.  (3.46) 

13.  Review  of  Personnel  Requirements  (paragraphs  3.47  to  3.48)  —  Many  depart- 
ments prepare  Program  Forecasts  without  a  realistic  assessment  of  the  chances  of  filling 
new  positions.  As  a  result  they  may  have  funds  available  for  other  purposes,  reducing  the 
need  to  exercise  close  budgetary  control. 

It  is  critical  to  determine  whether  the  required  individuals  are  likely  to  be  available 
before  approving  departmental  spending  forecasts.  This  would  also  give  the  recruiting 
function  the  lead  time  it  urgently  needs. 

Departmental  personnel  divisions  should  participate  in  the  review  of  Program  Forecasts.  In 
addition,  the  Personnel  Policy  Branch  of  the  Treasury  Board  Secretariat  and  the  Public 
Service  Commission  should  be  consulted  on  the  personnel  implications  of  Program  Forecasts 
before  Treasury  Board  approval  of  budget  levels.  (3.48) 


14.  Quality  of  Information  (paragraphs  3.49  to  3.64)      —  There  are  deficiencies 

both  in  Program  Forecast  and  in  Estimates  submissions  as  a  result  of  inadequate  data.  It 
appears  that  the  staff  of  the  Treasury  Board's  Program  Branch  lacks  time  and  training  to 
insist  that  departments  develop  proper  cost-classification  systems,  and  that  departments 
may  not  be  unhappy  with  a  program  and  activity  structure  which  results  in  the  funds  they 
need  being  provided  with  minimal  disclosure  of  what  they  are  to  be  used  for.  For  example: 

-  Program  Forecasts  are  often  prepared  in  such  an  approximate  fashion  that  there  is 
little  basis  for  questioning  the  efficiency  or  effectiveness  of  what  is  being  done  within 
each  organizational  unit; 

-  introduction  of  non-financial  data  as  a  means  of  evaluating  performance  has  met 
with  limited  success; 

Forecasts  tend  to  overlook  the  correcting  effects  of  actual  experience.  There  is  little 
organized  follow-up  by  Treasury  Board  Secretariat  to  ensure  the  integrity  of  expend- 
iture projections  provided  by  departments; 

many  departments  do  not  prepare  accurate  forecasts  of  future  years'  requirements; 

the  assumption  that  productivity  increases  should  compensate  for  wage  and  price 
increases  encourages  program  managers  to  overstate  other  budget  requirements  in 
order  to  obtain  the  funds  needed  to  offset  the  effects  of  inflation; 

no  recognition  is  given  to  the  effect  of  year-to-year  fluctuations  in  inventory  levels. 

All  these  deficiencies  indicate  a  need  for  a  new  thrust  to  ensure  that  these  matters  receive 
the  attention  they  deserve. 

Action  needs  to  be  taken  to  improve  the  quality  of  the  data  contained  in  Program  Forecasts 
and  Estimates  submissions  by: 

reassessing  the  suitability  of  the  present  structure  of  departmental  programs  and 
activities; 

-  promoting  the  use  of  procedures  to  extend  the  capability  of  financial  systems  to  measure 
performance; 

-  reviewing  in  greater  detail  data  submitted  by  departments; 

-  following-up  on  actual  expenditures  as  a  means  of  assessing  the  quality  of  budgetary 
data; 

establishing  centrally  the  basis  of  amounts  included  to  cover  inflation; 

reviewing  the  effect  of  changes  in  inventory  levels;  and 

-  following-up  on  future-year  projections  included  in  Program  Forecasts.  (3.64) 


15.  Communication  of  Procedures  and  Decisions  (paragraphs  3.65  to  3.71)  — 
Treasury  Board  documents  which  communicate  the  budgetary  process  to  departments 
present  a  fragmented  picture  of  various  rules  and  philosophies. 

The  Program  Forecast  and  Estimates  Manual  refers  readers  to  the  Board's  Planning 
Programming  Budgeting  Guide  for  the  applicable  principles  of  the  budgetary  system.  The 
Guide  was  printed  in  1 969,  has  not  been  brought  up  to  date,  and  now  is  out  of  print  with 
no  decision  on  whether  to  reprint. 

Four  separate  budget  circulars  contain  detailed  budgetary  procedures  dealing  with  spe- 
cific topics,  such  as  capital  expenditures. 

Treasury  Board  Secretariat  does  not  comment  in  writing  on  the  nature  and  quality  of 
information  contained  in  Program  Forecasts  nor  does  it  formally  offer  suggestions  for 
eliminating  deficiencies  in  future. 

The  quality  of  information  and  presentation  of  Program  Forecasts  varies  from  depart- 
ment to  department.  Deficiencies  tend  to  appear  year  after  year  with  any  improvements 
usually  being  initiated  by  departmental  staff. 

A  comprehensive  resource  allocation  manual  should  be  prepared  containing  a  consolidated, 
updated  version  of  appropriate  sections  of  Treasury  Board  manuals,  guides  and  circulars 
which  deal  with  the  resource  allocation  process.  These  should  be  supplemented  by  annual  letters 
to  each  department  suggesting  improvements  in  the  quality,  content  and  presentation  of  the 
past  year's  submissions.  Departments  should  reply  formally  stating  plans  for  improvement. 
(3.71) 

16.  Program  Analysts  (paragraphs  3.72  to  3.75)  —  There  is  significant  turnover 
among  analysts  within  the  Program  Branch  of  the  Treasury  Board  Secretariat.  Individuals 
of  demonstrated  ability  are  engaged  by  the  Board,  usually  for  an  agreed  period  of  three 
years,  recognizing  that  they  will  eventually  move  to  operating  departments.  Unfortunately 
many  program  analysts  are  leaving  the  Board  before  this  period  has  ended. 

The  turnover  rate  creates  a  significant  problem  since  resource  allocation  is  a  complex  and 
important  facet  of  governmental  financial  administration. 

The  Treasury  Board  Secretariat  should  study  the  reasons  for  the  high  rate  of  turnover  of 
program  analysts  and  take  steps  to  remedy  the  problem.  (3. 75) 

17.  Documentation  of  Procedures  (paragraphs  3.76  and  3.77)  —  The  effect  of  the 
staff  turnover  has  been  made  worse  by  inadequate  initial  training  and  by  a  lack  of  standard 
procedures  for  assessing  submissions.  Formal  documentation  of  procedures  and  of  the  basis 
for  decisions  would  help  new  analysts  adapt  more  quickly. 


The  Program  Branch  ought  to  develop  standard  internal  checklists,  questionnaires  and 
methods  for  documentation  of  decisions.  (3.77) 

18.  Training  in  Procedures  (paragraphs  3.78  to  3.80)  —  People  involved  in  re- 
source allocation  within  departments  and  Treasury  Board  receive  no  formal  training  on 
either  concepts  or  detailed  procedures. 

Although  aspects  of  the  process  are  included  in  various  general  courses,  no  training 
course  is  available  centrally  covering  the  resource  allocation  process  in  depth.  Such  a  course 
should  be  developed. 

An  intensive  training  course  covering  all  appropriate  aspects  of  the  resource  allocation 
process  should  be  developed  and  made  compulsory  for  all  officials  primarily  involved  in  the 
planning  and  budgeting  functions  in  each  department  and  agency.  (3.80) 

19.  Non-tax  Revenues  (paragraphs  3.81  to  3.86)  Following  changes  in  the 
Financial  Administration  Act  in  1969  which  authorized  delegation  to  departments  of  the 
power  to  prescribe  fees  or  charges  for  services,  many  departments  sought  to  introduce  or 
increase  fees  and  charges  for  services  to  the  public.  Many  requests  were  deferred  for  a 
variety  of  reasons  and  as  a  result  some  departments  refer  to  their  previous  experience  as  a 
justification' for  failing  to  conduct  regular  reviews  to  establish  whether  changes  are  required. 

Departments  should  be  required  to  assess  services  to  the  public  annually  within  guidelines 
given  to  them  by  Treasury  Board  and  to  submit  recommendations  for  continuing  revenue 
policies  or  for  increasing  or  reducing  fees  charged  because  of  changes  in  the  services  offered  or 
in  the  cost  of  providing  them.  Treasury  Board  should  in  turn  be  required  to  submit  annual 
recommendations  on  revenue  policies  to  the  Governor  in  Council  for  consideration  under  the 
provisions  of  Section  13  of  the  Financial  Administration  Act.  (3.86) 

Budgetary  Control  (Chapter  IV) 

20.  Use  of  Allotments  (paragraphs  4.10  to  4.12)  —  Departments  generally  main- 
tain adequate  records  of  appropriations  and  allotments. 

Appropriations  may  be  subdivided  into  allotments  by  Treasury  Board  to  ensure  that 
departments  do  not  use  funds  intended  for  one  specific  purpose  for  something  else.  In  recent 
years  this  statutory  provision  has  not  been  used  very  extensively  but  in  the  current  year  the 
Board  has  designated  salaries  as  a  separate  allotment  in  most  departments. 

Treasury  Board  should  give  more  consideration  to  establishing  separate  allotments  where 
significant  amounts  of  funds  are  provided  for  purposes  that  are  discretionary  and  therefore 
controllable  by  management.  (4.12) 

21.  Need  for  Commitment  Accounting  (paragraphs  4.13  to  4.17)  —  Legally  all 
departments  are  required  to  maintain  detailed  commitment  records  throughout  the  year, 


but  many  feel  this  is  unnecessary  since  they  have  not  exceeded  their  appropriations  in  the 
past  and  are  unlikely  to  do  so  in  future.  They  also  feel  that  it  is  necessary  to  record 
commitments  only  near  the  end  of  the  fiscal  year  to  ensure  that  appropriations  are  not 
exceeded. 

Departments  with  appropriate  systems  of  budgetary  control  and  financial  reporting  should 
be  required  to  record  commitments  only  as  necessary  towards  the  end  of  the  year.  (4.1 7) 

22.  Control  through  periodic  Financial  Reporting  (paragraphs  4.18  to  4.29)       — 

Many  departmental  budgetary  control  and  financial  reporting  systems  do  not  produce 
satisfactory  information  for  use  in  the  manner  contemplated  in  the  Treasury  Board  Guide 
on  Financial  Administration. 

In  recent  years,  funds  applicable  to  unfilled  positions  have  been  available  within  the 
budgets  of  many  departments.  As  a  result  some  operating  budgets  are  excessive  and  thus 
departmental  managers  have  not  found  it  necessary  to  have  effective  budgetary  control 
through  comparison  of  planned  and  actual  costs  with  planned  and  actual  results. 

Some  managers  do  wish  to  have  effective  means  of  budgetary  control  through  financial 
reporting,  but  departmental  systems  are  not  generally  capable  of  satisfying  their 
requirements. 

Departmental  budgetary  control  and  reporting  systems  need  as  a  minimum: 

-     properly  defined  cost  components  and  cost  information  so  managers  can  be  held  ac- 
countable for  performance; 

detailed  budgets  by  time  period  in  accordance  with  the  assignment  of  managerial 
responsibility; 

consistency  between  budgeting  and  accounting; 

timely  preparation  and  distribution  of  periodic  financial  reports;  and 

analysis  of  variances  between  planned  and  actual  results.  (4.29) 

23.  Use  of  Non-financial  Data  (paragraphs  4.30  to  4.35)  —  Because  performance 
in  the  public  sector  cannot  be  assessed  solely  in  financial  terms,  it  is  necessary  to  report 
other  data  which  best  express  results  attained.  Most  departments  do  not  systematically 
measure  performance.  Where  such  information  is  gathered,  much  of  it  is  not  reliable.  To 
ensure  the  validity  of  comparisons  between  costs  and  benefits,  such  information  should  be 
subject  to  the  same  controls  as  financial  data  and  both  should  be  prepared  with  consistency. 

Performance  indicators  are  needed  as  an  integral  part  of  departmental  budgetary  control 
and  financial  reporting  systems  in  all  areas  that  can  be  effectively  measured.  (4.35) 
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24.  Central  Approval  of  Systems  (paragraphs  4.36  to  4.38)  —  Most  departments 
have  not  designed  or  implemented  good  systems  of  budgetary  control  and  financial  report- 
ing due  to  lack  of  concern  related  to  the  attitude  that  funds  are  readily  available.  Instruc- 
tions concerning  budgetary  control  in  the  Treasury  Board  Guide  on  Financial  Administra- 
tion should  be  mandatory  in  most  cases. 

A  central  agency  should  approve  and  periodically  reassess  departmental  budgetary  control 
and  financial  reporting  systems  to  ensure  their  adequacy  for  purposes  of  satisfying  the  needs  of 
Parliament  and  of  the  government,  as  well  as  of  departments.  (4.38) 

25.  Central  Budgetary  Control  (paragraphs  4.39  to  4.46)  —  The  Treasury  Board 
Program  Branch  has  no  formal  system,  other  than  the  quarterly  manpower  reports,  for 
carrying  out  its  assigned  responsibility  to  "ensure  effective  expenditure  management  includ- 
ing the  monitoring  of  expenditures  against  authorized  allotments;  the  utilization  of  autho- 
rized man-years;  the  organization  and  management  of  allocated  resources;  and  the  pro- 
gram results  achieved  in  accordance  with  implementation  plans." 

Some  form  of  government-wide  budgetary  control  is  necessary  so  the  government  as  a 
whole  can  control  its  actual  expenditures  in  relation  to  plans. 

A  monthly  report,  based  on  analysis  of  department  budgets  and  expenditures  and  variances 
between  them,  should  be  prepared  so  that  Treasury  Board  can  take  action  to  control  overspend- 
ing or  to  freeze  excessive  resources.  (4.46) 

Accounting  Systems  (Chapter  V) 

26.  General  Accounting  System  of  DSS  (paragraphs  5.2  to  5.24)  —  Many  depart- 
ments are  not  satisfied  with  financial  reporting  services  provided  by  the  Department  of 
Supply  and  Services  and  70  percent  of  those  surveyed  have  adopted  or  are  developing 
separate  reporting  systems  to  meet  all,  or  a  portion  of,  their  needs,  even  though  this  may 
lead  to  extensive  duplication. 

Dissatisfaction,  where  it  exists,  is  due  to  a  number  of  reasons,  including: 

liaison  between  departments  and  DSS  has  been  ineffective; 

the  system  is  incapable  of  adapting  quickly  to  changes; 

-     data  input  to  the  system  is  not  adequately  controlled  and  errors  remain  uncorrected 
for  some  time; 

report  distribution  is  awkward  and  unreliable; 

information  reported  is  neither  timely  nor  accurate. 

These  deficiencies,  are  generally  acknowledged  by  DSS  and  it  has  plans  for  overcoming 
them  based  on  the  existing  centralized  approach  to  processing.  However,  the  extent  of 
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departmental  duplication  which  is  now  apparent  and  other  factors  indicate  that  it  would  be 
preferable  to  introduce  a  greater  degree  of  decentralization  of  accounting  functions. 

A  study  should  be  undertaken  to  determine  the  most  appropriate  method  of  achieving  timely 
and  accurate  financial  reports  for  departments  and  agencies.  (5.24) 

27.  Payroll  System  of  DSS  (paragraphs  5.25  to  5.38)  —  Central  and  regional  pay 
systems  of  DSS  need  revision  to  meet  basic  standards  of  good  financial  management. 

The  delay  between  the  initiation  of  an  employee  status  change  and  the  reflection  of  this 
change  in  his  pay  cheque  in  the  central  pay  system  may  be  as  much  as  30  days. 

Present  procedures  centralize  control  of  all  payroll  information  within  DSS,  and  depart- 
ments have  abdicated  their  responsibility.  Improvements  are  possible  only  if  departments 
control  their  payrolls  more  effectively. 

A  study  should  be  undertaken  to  determine  how  departments  could  better  prepare  and  control 
payroll  documentation  up  to  the  point  of  submission  to  a  central  or  regional  pay  office  of  the 
Department  of  Supply  and  Services,  these  offices  being  responsible  only  for  cheque  preparation 
and  for  the  systems  and  procedures  necessary  to  process  the  payroll,  to  make  the  required 
withholdings,  and  to  provide  essential  information  to  central  agencies.  (5.38) 

Financial  Controls  (Chapter  VI) 

28.  Controls  over  Expenditures  (paragraphs  6.15  to  6.22)  —  Legislation,  regula- 
tion or  other  central  agency  directions  impose  a  requirement  for  controls  over  almost  every 
type  of  financial  transaction,  but  these  directives  are  incomplete  and  require  interpretation 
by  those  applying  them. 

The  effectiveness  of  financial  control  systems  is  overly  dependent  on  the  experience  and 
integrity  of  the  employees  involved  and  on  ineffficient  and  repetitive  checking.  These 
weaknesses  result  in  incomplete  or  inaccurate  information  and  in  inadequate  protection 
against  fraud  and  error. 

Departments  have  been  slow  in  responding  even  to  explicit  Treasury  Board  directives  to 
improve  such  controls. 

The  talents  needed  to  design  good  systems  of  financial  control  do  not  appear  to  receive 
much  priority  in  filling  positions.  As  a  result,  people  performing  financial  duties  within 
departments  often  lack  the  training  to  design  effective  controls  or  have  restrictions  on  their 
authority  to  do  so.  In  addition  there  are  uncertainties  between  departments  and  DSS  as  to 
their  relative  responsibilities  for  ensuring  effective  controls. 

In  all  financial  systems,  duties  should  be  carefully  segregated  so  that,  without  unnecessary 
duplication  of  effort,  one  staff  member  or  one  element  of  a  system  maintains  an  effective 
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independent  control  upon  the  integrity  and  accuracy  of  another.  In  particular  there  should  be 
an  adequate  segregation  of  spending  authority  from  payment  authority  for  all  expenditure 
transactions  and  also  of  such  duties  as  verifying  accounts  for  payment,  preparing  documenta- 
tion, requisitioning  and  distributing  cheques,  and  receiving  and  depositing  money.  Control 
should  be  established  as  early  as  practicable  and  maintained  through  all  stages  of  manual, 
mechanical  and  electronic  processing.  In  particular: 

managers  should  exercise  delegated  authority  only  where  they  have  the  information  to 
do  so; 

controls  on  all  significant  data  should  be  established  at  the  originating  level  before 
processing,  and  be  confirmed  by  the  same  level  after  processing; 

controls  over  expenditures  should  be  established  before  spending  and  payment  authori- 
ties are  granted;  and 

there  should  be  clearly  documented  evidence  of  performance  of  all  control  functions  and 
this  evidence  should  be  regularly  reviewed  by  managers.  (6.22) 

29.  Controls  over  Payrolls  (paragraphs  6.23  to  6.27)  -  Payroll  systems  should  be 
subject  to  the  same  standards  of  financial  control  as  other  expenditures.  Treasury  Board 
directives  have  been  aimed  primarily  at  control  of  other  types  of  expenditure  and  DSS 
instructions  deal  only  with  administrative  mechanics. 

Within  most  departments  and  agencies,  primary  responsibility  for  control  of  payrolls  rests 
with  personnel  organizations  where  often  there  is  not  an  appropriate  division  of  responsibil- 
ities and  where  people  are  not  generally  trained  in  matters  of  financial  control.  The  respon- 
sibility of  financial  staff  should  not  be  so  constrained  that  they  are  unable  to  ensure  effective 
controls  in  this  area. 

Financial  staff  should  be  responsible  for  ensuring  that  there  are  controls  within  payroll 
systems  just  as  in  all  other  administrative  systems  giving  rise  to  financial  transactions.  (6.27) 

30.  Controls  over  Revenues,  Receivables  and  Inventories  (paragraphs  6.28  to  6.37) 

—  For  administrative  convenience,  there  is  often  a  lack  of  segregation  of  duties  in  the 
handling  of  revenues,  receivables  and  inventories.  Custodians  of  assets  often  keep  the  only 
records  of  the  assets  within  their  custody,  including  accounting  controls  in  those  circum- 
stances where  such  assets  are  financed  through  working  capital  advances. 

All  revenues,  accounts  receivable  and  significant  inventories  should  be  under  effective 
systems  of  control,  generally  an  independent  accounting  control.  (6.37) 

31.  Responsibility  for  Improving  Financial  Controls  (paragraphs  6.38  to  6.42)      — 

The  government  must  be  assured  that  appropriate  controls  are  being  applied  throughout 
the  public  service.  This  can  best  be  done  by  issuing  clear  directions  as  to  what  is  required. 
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backed  up  by  systems  reviews  by  staff  of  a  central  agency  and  supported  by  test  audits  by 
departmental  teams. 

Departmental  systems  should  be  reviewed  and  approved  by  a  central  agency  to  ensure  that 
they  comply  with  Treasury  Board  regulations  and  such  other  instructions  as  are  required  to 
ensure  adequate  control  of  expenditures,  revenues  and  assets.  (6.42) 

Internal  Audit  (Chapter  VII) 

32.  Effectiveness  of  Internal  Audit  (paragraphs  7.1  to  7.12)  —  Internal  audit  has 
long  been  considered  an  important  element  in  the  managerial  control  process  since  it 
provides  a  means  of  appraising  the  effectiveness  and  the  efficiency  of  financial  and  other 
operations. 

Concerns  related  to  internal  audit  include: 

some  departments  have  no  internal  audit; 

internal  auditors  are  often  involved  in  other  duties  which  divert  them  from  their 
audit  responsibilities; 

-  coverage  is  not  consistent  or  comprehensive;  and 

-  staff  are  not  sufficiently  trained  in,  or  sufficiently  familiar  with,  their  responsibilities. 

There  is  some  doubt  that  any  central  body  can  adequately  evaluate  financial  controls 
throughout  government  unless  stronger  action  is  taken  to  ensure  that  internal  audit  is 
carried  out  effectively  in  all  departments. 

The  central  agency  of  the  government  responsible  for  prescribing  the  standards,  scope  and 
coverage  of  departmental  financial  audits  should  give  greater  emphasis  to  monitoring  depart- 
mental internal  audits  so  as  to  encourage  greater  adherence  to  the  standards.  (7.12) 

Financial  Staff  (Chapter  VIII) 

33.  Financial  Community  in  Government  (paragraphs  8.2  to  8.13)  —  A  generally 
acceptable  level  of  quality  in  financial  management  and  control  in  government  will  only  be 
achieved  with  properly  qualified  staff. 

Many  professional  accountants  in  government  choose  to  work  in  fields  not  related  to 
financial  management  and  control.  One  basic  reason  is  that  classification  standards  for 
financial  officers  do  not  adequately  recognize  professional  qualifications. 

A  comprehensive  study  of  personnel  systems  related  specifically  to  financial  administrators 
should  be  undertaken  to  consider  the  advisability  of  establishing  a  professional  government 
accounting  group  commensurate  with  the  current  and  future  needs  of  government  for  financial 
management  and  control.  (8.1 3) 
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34.  Staffing  the  Financial  Function  (paragraphs  8.14  to  8.21)  —  Developments  in 
the  last  few  years  have  created  many  opportunities  for  financial  administrators,  leading  to  a 
high  turnover  of  FI  staff.  Some  departments  show  a  vacancy  rate  of  35  percent  and  an 
annual  turnover  of  up  to  45  percent  in  financial  positions. 

The  demand  for  FI  staff  is  growing  faster  than  supply  and  there  are  indications  that  there 
will  be  serious  shortages  of  qualified  staff  in  future. 

The  heavy  turnover  seriously  affects  financial  management  and  control,  systems  develop- 
ment being  particularly  curtailed. 

A  comprehensive  review  is  required  to  establish  the  need  in  government  for  financial  admin- 
istration personnel  by  type  and  level  and  to  develop  a  program  to  alleviate  the  present  shortage 
and  excessive  turnover.  (8.21) 

35.  Financial  Community  Leadership  (paragraphs  8.22  to  8.30)  —  A  source  of 
guidance  and  leadership  to  set  the  professional  standards  that  should  be  applied  by  finan- 
cial officers  throughout  government  is  vitally  important. 

Departmental  managers  need  support  in  financial  matters  from  properly  trained  and 
experienced  staff.  Administrators  are  being  let  down  because  they  are  not  given  adequate 
information  on  the  performance  of  their  financial  staff  and  thus  are  not  supported  by  the 
staff  necessary  to  discharge  their  responsibility  for  financial  management  and  control. 

Financial  administration  has  diminished  in  importance  because  it  lacks  the  central 
leadership  and  the  support  from  the  Treasury  Board  necessary  to  give  it  the  means  and 
status  to  ensure  that  it  can  satisfy  the  needs  of  administrators. 

Responsibility  for  assisting  the  Public  Service  Commission  in  matters  relating  to  the  training 
of  staff  in  the  financial  area,  overseeing  their  career  development,  and  advising  on  their 
qualifications  for  advancement  should  be  assigned  to  a  central  agency  of  the  government 
having  the  knowledge  needed  to  carry  out  this  role  of  ensuring  that  departments  are  staffed  by 
capable  financial  personnel.  (8.30) 

Responsibility  for  Financial  Management  and  Control  within  Departments  (Chapter  IX) 

36.  Departmental  Organizational  Arrangements  (paragraphs  9.5  to  9.12)      —  The 

way  the  financial  function  is  organized  and  senior  financial  officers  report  varies  greatly 
from  department  to  department.  Some  officers  report  directly  to  the  deputy  head  of  the 
department,  some  to  the  deputy  through  a  senior  administrative  officer,  some  to  the  deputy 
through  two  or  more  levels  of  senior  administrative  officers. 

Almost  without  exception  the  chief  financial  officer  reporting  directly  to  the  deputy  head 
is  well  qualified,  usually  with  professional  accounting  qualifications.  In  such  departments 
greater  emphasis  is  placed  on  giving  direction  in  financial  matters  to  field  personnel. 
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Where  the  senior  financial  offiecr  reports  through  a  senior  administrative  officer  without 
competence  in  the  financial  field,  financial  management  and  control  concerns  may  not  be 
adequately  expressed  at  meetings  of  senior  management.  Thus  the  status  of  financial 
officers  will  be  lowered  to  a  point  where  program  officers  do  not  look  to  them  for  advice, 
and  they  are  forced  to  prepare  budgets  and  control  funds  without  knowledge  of  senior 
management's  priorities. 

The  senior  departmental  officer  responsible  for  financial  management  and  control  should 
report  directly  to  the  deputy  head  and  be  a  member  of  the  departmental  management  commit- 
tee. He  should  always  have  the  training  and  experience  to  act  as  the  deputy  head's  adviser  on 
all  aspects  of  financial  management  and  control,  and  to  provide  the  necessary  leadership  to  all 
financial  staff  in  the  department.  (9.12) 

37.  Internal  Direction  and  Guidance  (paragraphs  9.13  to  9.19)  —  Some  senior 
financial  officers  now  put  inadequate  effort  into  directing  financial  staff  at  headquarters  and 
in  the  field.  Few  give  effective  direction  even  in  areas  where  there  are  opportunities  to  do  so. 
For  example,  departmental  financial  manuals  are  often  inadequate  or  not  up  to  date, 
although  they  have  improved  recently,  thanks  largely  to  the  efforts  of  Treasury  Board 
evaluation  teams  examining  this  and  other  areas. 

Senior  departmental  financial  officers  ought  to  give  greater  direction  or  guidance  to  staff 
performing  financial  management  and  control  duties  within  departments.  This  should  include 
as  a  minimum: 

comprehensive  departmental  financial  manuals; 

-  personal  contacts  with  financial  and  other  officers  to  whom  they  give  technical  direction, 
including  formal  meetings  and  periodic  field  visits;  and 

-  participation  in  the  selection,  training  and  evaluation  of  financial  staff,  even  where  they 
are  not  directly  under  their  supervision.  (9.19) 

38.  Scope  of  Responsibilities  of  Financial  Staff  (paragraphs  9.20  to  9.29)      —  The 

present  system  of  financial  management  within  departments  tends  to  place  more  emphasis 
on  keeping  expenditures  within  allotment  limits  than  on  making  the  most  effective  use  of 
funds. 

This  lack  of  concern  about  the  effectiveness  or  the  efficiency  of  spending  has  been 
accentuated  by  the  ease  with  which  money  can  be  transferred  within  broadly  defined 
appropriations  and  the  extent  to  which  surpluses  have  been  available  under  existing  bud- 
geting methods. 

Program  managers  often  regard  data  submitted  by  them  to  Treasury  Board  or  furnished 
to  them  by  the  centralized  financial  reporting  system  as  of  such  questionable  validity  that 
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they  lack  a  commitment  to  adhere  to  budget  proposals  or  to  use  information  reported  by 
the  financial  system. 

There  is  a  general  lack  of  recognition  within  departments  that  internal  control  should 
permeate  all  aspects  of  administration  and  financial  officers  have  either  seen  their  role  as 
not  encompassing  these  other  areas  or  else  they  have  been  denied  any  involvement  in  them. 

If  there  is  to  be  greater  accountability  for  public  funds,  as  this  report  advocates,  the  role 
of  the  senior  financial  officers  in  departments  must  change. 

Senior  departmental  financial  officers  ought  to  be  given  responsibility  for: 

-  providing  budgetary,  accounting  and  financial  reporting  services; 

ensuring    that    adequate  financial   controls    exist    over   all   assets    and  financial 
transactions; 

advising  and  supporting  deputy  heads  and  their  staff  in  all  matters  pertaining  to 
financial  management  and  control; 

developing,  monitoring  and  controlling  budgetary  allocations  through  analysis  of  fi- 
nancial reports  and  ensuring  the  adequacy  of  the  systems  used  in  their  preparation;  and 

-  furnishing  technical  direction  and  guidance  to  all  personnel  within  departments  respon- 
sible for  these  duties.  (9.29) 

39.  Appointment  of  Financial  Officers  (paragraphs  9.30  to  9.35)  —  The  deputy 
head  is  responsible  for  the  adequacy  of  his  department's  financial  management  and  control 
systems.  Other  agencies,  however,  which  may  depend  on  financial  officers,  should  be 
confident  that  they  can  rely  upon  their  work  and  the  data  they  produce.  Deputy  heads 
should  have  the  right  to  say  who  should  advise  them,  but  the  appointment  of  a  senior 
departmental  finance  officer  who  has  the  confidence  of  those  best  able  to  judge  his  compe- 
tence in  financial  matters,  in  no  way  erodes  the  deputy  head's  authority  but  gives  him  a 
better  resource  with  which  to  discharge  his  responsibilities. 

The  Public  Service  Commission  ought  to  appoint  senior  departmental  financial  officers  only 
after  consultation  with  appropriate  central  agencies  to  ensure  that  recognition  is  given  to  the 
qualifications  and  performance  of  the  persons  recommended  by  deputy  heads.  Appointments  of 
other  financial  officers  ought  to  be  made  within  departments  only  after  similar  consultation 
with  senior  departmental  financial  officers.  (9.35) 

Need  for  Stronger  Central  Direction  (Chapter  X) 

40.  Consolidation  of  Central  Responsibilities  (paragraphs  10.1  to  10.36)  The 

Financial  Administration  Act  gives  the  Treasury  Board  primary  responsibilities  for  ensuring 
adequate  financial  management  and  control  in  the  government. 
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In  1973  the  Board  issued  the  Guide  on  Financial  Administration  for  Departments  and 
Agencies  of  the  Government  of  Canada.  This  Guide  provides  excellent  guidance  to  depart- 
ments which,  if  followed,  would  remedy  many  of  the  deficiencies  in  financial  controls 
identified  in  this  report.  In  1974  the  Secretariat  began  to  evaluate  departmental  adherence 
to  the  Guide  and  this  has  had  the  effect  of  encouraging  actions  to  improve  financial 
controls.  However,  little  has  been  done  to  make  the  resource  allocation  process  more 
effective  so  that  budgets  can  be  controlled  in  the  manner  encouraged  in  the  Guide. 

Actions  in  other  areas  may  have  been  difficult  because  of  the  overlapping  statutory 
responsibilities  assigned  specifically  to  the  Department  of  Supply  and  Services  and  the 
Department  of  Finance. 

The  Services  component  of  DSS  provides  various  services  to  departments  on  request,  such 
as  data  processing,  accounting,  auditing  and  financial.  In  this  role  DSS  may  become  aware 
of  departmental  practices  which  contravene  parliamentary  and  Treasury  Board  instructions 
but  is  not,  as  a  service  agency,  in  any  position  to  stop  or  draw  attention  to  them. 

The  Minister  of  Supply  and  Services  serves  also  as  Receiver  General  for  Canada.  His 
department  has  direct  responsibility  for  cash  receipts  in  to  and  cash  disbursements  out  of 
the  Consolidated  Revenue  Fund,  and  for  the  central  accounts  of  Canada,  including  the 
preparation  of  the  Public  Accounts.  However,  the  law  assigns  to  the  Minister  of  Finance 
responsibility  for  managing  the  Consolidated  Revenue  Fund,  for  the  form  of  the  Public 
Accounts,  and  for  the  accounts  kept  in  respect  of  assets  and  direct  and  contingent  liabilities. 
Accounts  concerning  expenditures,  revenues  and  other  payments  in  to  and  out  of  the 
Consolidated  Revenue  Fund  are  subject  to  Treasury  Board  regulations.  Thus  central  re- 
sponsibility for  financial  management  and  control  is  shared  among  three  departments. 

The  study  demonstrates  many  deficiencies  in  financial  management  and  control  such  as: 

departmental  actions  that  tend  to  weaken  the  program  orientation  of  the  Estimates 
and  Public  Accounts  introduced  in  1970  to  give  Parliament  and  the  public  more 
useful  information; 

-     ineffective  budgetary  control  systems;  and 

financial  reporting  systems  that  are  held  in  low  regard  by  most  managers. 

Many  departments  feel  they  are  restrained  from  taking  more  effective  action  because  of 
responsibilities  assigned  to  central  agencies. 

Any  solution  calls  for  a  clearer  definition  of  the  manner  in  which  central  responsibilities 
are  assigned  so  that  those  responsible  can  take  effective  action. 

A 11  the  recommendations  in  this  report  have  as  their  objective  the  improvement  of  financial 
controls.  The  more  significant  ones,  either  specifically  or  by  implication,  recognize  the  need  for 
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a  central  agency  to  supply  overall  direction.  It  is  clear  that  if  controls  are  to  be  co-ordinated 
and  are  to  operate  effectively,  responsibility  for  the  following  activities  should  be  clarified  and 
unified  wherever  possible; 

recommending  government  policies,  directives  and  guidelines  in  the  area  of  financial 
management  and  control,  and  providing  interpretations  thereof; 

advising  on  the  form  of  the  Estimates  and  Public  Accounts; 

assessing  departmental  program  and  activity  structures,  and  cost  and  other  measure- 
ment systems  in  support  of  them; 

approving  and  monitoring  departmental  budgetary  control,  financial  reporting  and 
financial  control  systems; 

-     providing  analyses  of  variances  between  planned  and  actual  financial  performance; 

establishing  standards  for  and  monitoring  internal  audit  practices  within  departments 
agencies; 

establishing  the  accounting  practices  governing  the  financial  statements  and  Public 
Accounts  of  Canada;  and 

assisting  the  Public  Service  Commission  in  the  selection,  training  and  career  develop- 
ment of  financial  staff.  (10.36) 
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I  INTRODUCTION 
TERMS  OF  REFERENCE  AND  SCOPE  OF  STUDY 

1.1  On  May  9,  1974,  I  informed  departments  and  agencies  of  my  plan  for  a 
government-wide  study  to  evaluate  the  adequacy  of  financial  management  and  financial 
controls  in  all  departments  and  agencies  of  which  I  am  the  auditor.  A  description  was 
included  in  my  1974  annual  Report,  with  an  announcement  of  plans  to  report  as  part  of,  or 
as  a  supplement  to,  my  1975  Report. 

1.2  The  study  was  planned  for  a  two-year  period.  In  the  first  year  it  concentrated 
on  departments,  also  covering  a  limited  number  of  departmental  corporations  included  in 
Schedule  B  to  the  Financial  Administration  Act.  Twenty-one  departments  and  seven  agen- 
cies were  reviewed.  In  the  year  now  under  way,  emphasis  is  on  Crown  corporations  listed  in 
Schedules  C  and  D  of  the  Financial  Administration  Act,  for  which  I  have  been  appointed 
auditor,  as  well  as  additional  departments  and  departmental  corporations.  Consequently, 
this  initial  report  is  directed  to  financial  management  and  controls  within  departments.  A 
similar  report  may  be  desirable  for  1976  extending  the  observations  in  this  report  once 
other  departments,  agencies  and  corporations  have  been  examined.  It  is  expected  that  this 
type  of  study  will  become  a  continuing  and  integral  part  of  the  audit  approach  of  the  Office 
of  the  Auditor  General  so  that  each  department  and  agency  for  which  I  am  auditor  will  be 
covered  on  a  cyclical  basis  over  a  reasonable  period  of  years. 

1.3  As  announced  in  my  1974  Report,  the  study  was  directed  to  an  examination 
of: 

(a)  statutes  and  Treasury  Board  regulations,  policies,  directives  and  guidelines  relevant 
to  financial  management  and  control,  and  the  extent  of  compliance  therewith  in 
departments  and  agencies; 

(b)  financial  systems  and  procedures  in  departments  and  agencies  including  budgetary 
controls,  accounting  for  revenues,  expenditures,  assets,  liabilities,  commitments,  and 
financial  reporting  systems; 

(c)  integration  of  the  departmental  and  agency  accounting  processes  and  systems  with 
the  central  systems; 

(d)  extent  to  which  the  financial  systems  and  procedures  are  monitored  and  audited  by 
internal  or  operational  audit  groups; 

(e)  type,  accuracy,  timeliness,  purpose  and  use  of  financial  information  and  reports 
currently  prepared; 

(f)  extent  of  decentralization  following  on  the  recommendations  of  the  Royal  Commis- 
sion on  Government  Organization  and  its  impact  on  overall  financial  control;  and 
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(g)  duties,  responsibilities  and  functions  of  financial  and  accounting  managers  and  staff 
with  special  reference  to  the  system  of  financial  and  accounting  control  and  the 
relationships  of  their  function  with  central  financial  and  accounting  agencies. 

1.4  The  study  is  being  conducted  through  the  co-operation  of  Canadian  public 
accounting  firms.  Sixteen  firms  assigned  partners  and  managers  to  work  with  my  staff  in 
conducting  these  reviews. 

1.5  Procedures  call  for  individual  reports  to  deputy  heads  of  each  department  or 
agency  examined.  The  appendix  to  this  report  provides  details  of  the  observations  reported 
to  each  deputy  head,  together  with  their  responses.  The  Office  of  the  Auditor  General  will 
follow  up  on  actions  indicated  by  deputy  heads  to  determine  that  the  matters  on  which 
observations  are  made  are  actually  remedied.  Subsequent  reports  will  draw  to  the  attention 
of  Parliament  instances  where  departmental  actions  do  not  satisfactorily  remedy  matters. 

1.6  Certain  matters  observed  in  the  studies  of  individual  departments  or  agencies 
appear  to  be  attributable  to  inadequacies  in  government-wide  or  central  agency  systems  or 
to  restraints  imposed  by  them.  Since  it  was  considered  inappropriate  to  expect  deputy  heads 
to  take  unilateral,  corrective  action  in  these  areas,  recommendations  on  these  matters  were 
not  included  in  the  departmental  reports  and  departments  were  advised  that  the  reports  to 
them  would  be  subject  to  further  analysis  on  a  government-wide  basis.  This  report  contains 
the  results  of  the  analysis,  and  also  elaborates  on  a  number  of  common  problems  covered  in 
the  reports  to  departments.  The  observations  in  the  departmental  reports  should  be  re- 
garded as  being  added  to  or  modified  by  the  observations  contained  in  the  main  body  of 
this  report. 

HISTORICAL  BACKGROUND 

1.7  My  1974  Report  indicated  that  this  study  arose  as  a  result  of  the  Audit 
Office's  concern  about  the  adequacy  of  financial  and  internal  accounting  controls  in  the 
government  departments  and  agencies  for  which  I  have  audit  responsibilities,  having  regard 
for: 

the  significant  growth  in  government  operations; 

-  the  substantial  delegation  to  government  departments  and  agencies  of  responsibility 
for  financial  management  and  controls,  as  recommended  by  the  Glassco  Commis- 
sion, which  culminated  in  1969  in  the  abolition  of  the  Office  of  the  Comptroller  of 
the  Treasury;  and 

-  the  increasingly  large-scale  use  of  electronic  data  processing. 

It  is  important  that  this  report  place  in  proper  perspective  the  reasons  for  the  Glassco 
recommendations,  and  the  nature  and  results  of  subsequent  government  implementation. 
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Glassco  recommendations 

1.8  In  1962  the  Glassco  Commission  submitted  the  first  of  the  several  volumes 
that  comprised  its  findings  and  conclusions.  The  first  volume  contained  two  reports  of 
particular  significance  in  view  of  the  observations  made  in  this  report  —  A  Plan  for  Manage- 
ment, and  Financial  Management.  An  examination  of  the  first  of  these  two  reports,  which 
are  generally  accepted  as  having  influenced  much  of  what  subsequently  happened  in  areas 
related  to  financial  management  and  control,  indicates  that  the  Commission  felt  that: 

although  ministers  in  principle  are  "accountable  for  all  the  administrative  acts  of 
their  departmental  staff",  in  practice  deputy  heads  "cannot  avoid  full  personal 
responsibility  for  the  day-to-day  management  of  the  organizations"; 

the  system  of  central  control  exercised  by  Treasury  Board,  and  the  Comptroller  of 
the  Treasury  needed  changing  because  "by  divesting  departments  of  the  authority 
essential  to  the  effective  management  of  their  own  affairs,  the  system  tended  to 
weaken  their  sense  of  responsibility"; 

a  wide  range  of  management  tools,  including  "budgetary  and  accounting  systems 
which  permit  better  control  over  the  allocation  of  financial  resources  and  the  assess- 
ment of  performance"  were  not  being  systematically  used; 

more  effective  central  direction  was  needed,  a  number  of  means  being  proposed  to 
strengthen  Treasury  Board's  ability  to  play  such  a  role; 

there  was  need  for  central  services,  but  "suppliers  of  services  should  exercise  no 
control  over  the  users  except  within  the  strict  limits  of  any  responsibility  for  applying 
special  considerations  of  public  policy";  and 

greater  consideration  should  be  given  to  administrative  abilities  in  appointing  peo- 
ple to  certain  key  positions  by  having  the  Secretary  of  the  Treasury  Board  participate 
in  the  process  of  advising  the  Prime  Minister  on  deputy  head  appointments,  and  by 
making  appointments  to  the  positions  of  chief  financial  officer  and  chief  personnel 
officer  of  departments  "subject  to  approval  by  the  Treasury  Board". 

1.9  The  Financial  Management  report  proposed  several  ways  the  Treasury  Board 
could  play  its  central  role  more  effectively,  also  suggesting  dismantling  of  the  less  effective, 
if  not  harmful,  controls  exercised  by  the  Comptroller  of  the  Treasury,  and  to  some  extent  by 
Treasury  Board.  Better  central  management  was  to  be  achieved  by: 

making  more  visible  the  financial  consequences  of  departmental  programs  and 
activities  so  that  the  performance  of  departments  could  be  better  assessed; 

better  and  longer-term  budgeting; 

policies,  in  place  of  detailed  regulations,  on  financial  and  administrative  matters; 
and 
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-     concurrence  of  Treasury  Board  in  the  appointment  of  the  senior  financial  officer  of 
each  department  and  agency. 

Closely  associated  with  these  proposals  were  recommendations  for  improved  accountability 
to  Parliament  in  terms  of  prospective  expenditures  as  disclosed  in  the  Estimates  and  in 
terms  of  retrospective  review  as  provided  through  Public  Accounts. 

1.10  Thus,  it  can  be  seen  that  the  Glassco  proposals  had  two  prongs:  the  first, 
more  generally  remembered  and  more  fully  implemented,  proposed  greater  authority  for 
deputy  heads;  the  second,  the  one  with  which  much  of  this  report  is  concerned,  sought  to 
improve  the  ability  of  the  government  and  Parliament  to  hold  deputies  properly  accounta- 
ble for  this  increased  authority. 

Implementation  of  Recommendations 

1.11  The  government  during  the  1960s  acted  on  most  of  the  recommendations  of 
Glassco,  although  modifying  some: 

the  Secretary  of  Treasury  Board  was  given  enhanced  status  as  a  deputy  head,  and 
the  Secretariat  serving  the  Board  became  a  separate  department  and  was 
strengthened; 

a  number  of  steps  were  taken  to  improve  the  budgetary  process  by  extending  the 
time  span  covered  and  by  making  it  more  program  oriented; 

a  number  of  general  guidelines  in  the  area  of  financial  management  were  issued,  and 
detailed  regulations  were  withdrawn  or  modified; 

no  powers  of  the  former  Comptroller  of  the  Treasury,  which  restricted  the  financial 
authority  of  deputy  heads,  were  given  to  the  successor  central  service  agency,  the 
Department  of  Supply  and  Services,  although  its  minister  became  Receiver  General 
and  thus  his  department  continued  to  be  responsible  for  significant  central  financial 
responsibilities;  and 

departments  took  over  much  of  the  staff  of  the  Comptroller  of  the  Treasury,  and 
instituted  a  number  of  steps  to  improve  their  financial  management  organizations 
and  procedures. 

The  present  situation  and  prevailing  practices  are  described  and  analyzed  in  various  sec- 
tions of  this  report. 

Other  Influences  Affecting  Financial  Management  and  Control 

1.12  During  the  1960s  and  early  1970s  a  number  of  other  influences  affected  the 
development  of  financial  management  and  control  in  the  Government  of  Canada.  These 
include: 

the  almost  fourfold  growth  in  government  expenditures  since  the  Glassco  study,  and 
the  resulting  emphasis  within  the  resource  allocation  process  on  controlling  growth; 
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the  widespread  delegation  and  decentralization  of  financial  authority,  and  the  conse- 
quent need  for  types  of  controls  not  required  in  the  former  centralized  system; 

the  Planning  Programming  Budgeting  (PPB)  and  management  information  system 
(MIS)  thrusts,  each  with  its  own  proponents,  fragmenting  efforts  to  improve  the 
government's  financial  information  systems,  and  leaving  a  legacy  of  disillusionment 
about  the  usefulness  of  financial  information  as  an  aid  to  better  management; 

the  increasingly  common  practice  of  appointing  deputy  heads  from  among  those 
who  have  distinguished  themselves  as  policy  advisers,  but  who  have  often  not  had 
comparable  administrative  responsibilities; 

-  the  absence  from  the  personnel  systems  of  the  rewards  and  sanctions  for  good  and 
bad  performance  which  would  encourage  individual  managers  to  function  in  the 
responsibile  manner  anticipated  by  Glassco;  and 

the  inability  to  attract  and  retain  sufficient  personnel  with  the  skills  necessary  to 
design  and  to  maintain  adequate  systems  of  financial  mangement  and  control. 

This  historical  background  is  presented  as  a  setting  for  the  observations  and  conclusions  in 
this  report. 
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II  THE  ESTIMATES  AND  PUBLIC  ACCOUNTS 

2.1  The  Estimates  and  the  Public  Accounts  provide  the  framework  for  financial 
control  of  the  government  by  Parliament.  The  government  presents  its  spending  plans  to 
Parliament  through  the  Estimates;  Parliament  gives  legal  authority  for  these  plans  through 
the  subsequent  appropriation  acts;  and  the  government  presents  an  accounting  to  Parlia- 
ment through  the  Public  Accounts.  The  ability  of  Parliament  to  play  an  effective  role  in  the 
control  of  public  funds  depends  directly  on  the  nature,  degree  of  detail  and  usefulness  of  the 
information  provided  in  these  documents. 

2.2  The  form  of  the  Estimates  and  the  Public  Accounts  influences  the  effec- 
tiveness of  Parliament's  financial  control  of  the  government,  and  of  financial  management 
and  control  within  the  government.  Glassco  stated  that: 

"As  the  main  financial  documents  issued  by  the  Government  of  Canada,  the  Estimates  and 
Public  Accounts  should  conform  with  the  highest  standards  of  financial  reporting.  The 
activities  of  government  are  now  so  complex  that  it  is  difficult  to  achieve  simplicity  in  any 
accounting  given  to  Parliament.  However,  this  complexity  makes  it  all  the  more  imperative  to 
devise  accounting  forms  that  will  provide  Parliament  with  the  information  necessary  for 
effective  control  over  public  spending". 

2.3  In  this  chapter,  the  Estimates  and  Public  Accounts  are  examined  in  terms  of: 
Recent  changes  in  the  form  and  content 

-  Suggestions  for  improvements 

Proposals  for  altering  responsibilities  for  their  preparation. 
ESTIMATES 

2.4  Spending  plans  are  submitted  in  Main  Estimates,  in  excess  of  1,200  pages  in 
bilingual  form,  presented  to  Parliament  shortly  before  the  start  of  each  fiscal  year.  Smaller 
Supplementary  Estimates  documents  are  presented  periodically  during  the  year  requesting 
additional  spending  authority  from  Parliament,  sometimes  transferring  spending  authorities 
already  granted. 

2.5  The  Main  Estimates  include  the  wording  of  appropriations  for  each  program 
to  be  used  in  the  subsequent  appropriation  acts.  Equally  important,  as  an  expression  of  the 
nature  of  the  authority  granted  by  Parliament,  are  the  analysis  of  program  costs  by  activity 
and  the  narrative  statement  of  the  objective  and  sub-objectives  of  the  program.  These  may 
be  the  main  way  Parliament  learns  and  directs  how  the  money  will  be  spent  since  the 
wording  of  items  in  the  appropriation  acts  is  broad  and  often  uninformative. 

Changes  in  format 

2.6  The  format  of  the  Estimates  has  been  amended  on  several  occasions  in  recent 
years  on  the  initiative  of  Treasury  Board: 

-  The  number  of  votes  has  been  reduced  to  one-third,  primarily  by  bringing  together 
under  one  program  the  several  votes  previously  provided  for  each  departmental 
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branch  and  by  consolidating  separate  administration,  capital  and  grants  votes  for 
each  program  where  each  of  these  items  amount  to  less  than  $5  million; 

-  The  detailed  listings  and  salaries  of  full-time  and  seasonal  positions  have  been 
replaced  by  a  summary  of  staff  and  salary  ranges; 

-  The  34  standard  and  many  special  descriptive  objects  of  expenditures  have  been 
grouped  in  13; 

Listings  of  individual  capital  projects  were  limited  to  those  costing  more  than 
$250,000; 

-  A  one-page  summary  has  been  amplified  by  approximately  90  pages  of  information 
and  summary  schedules; 

Information  added  to  display  information  by  programs  and  activities  has  included: 

•  narrative  statements  of  objectives  and  descriptions  of  activities; 

•  schedules  providing  financial  and  staff  details  by  activities,  including  the  esti- 
mated value  by  programs  of  services  provided  without  charge  by  or  to  programs; 

Non-budgetary  authorities,  previously  presented  separately,  have  been  included 
with  the  budgetary  authorities  of  each  department;  and 

Projected  expenditures  and  revenues  for  each  revolving  fund  and  for  some  Crown 
corporations  have  been  included  whether  or  not  an  appropriation  is  being  requested. 

Changes  in  Content 

2.7  Parliament  exercises  its  control  through  the  wording  of  appropriations  for 
designated  programs.  Such  wordings  are  first  set  out  in  the  Estimates  and  later  incorporated 
in  appropriation  acts.  These  wordings  establish  specific  conditions  limiting  the  manner  in 
which  the  money  may  be  spent  or  providing  exemption  from  the  general  requirements  of 
the  Financial  Administration  Act  or  other  legislation.  Specific  amounts  of  spending  author- 
ity are  provided  for  each  item  in  the  appropriation  acts. 

2.8  Before  1965,  the  Estimates  were  prepared  in  terms  of  responsibility  (who  was 
spending  the  money)  and  objects  of  expenditure  (what  services  or  assets  were  acquired  with 
the  money  spent).  Glassco  focused  attention  on  disclosing  why  the  money  was  needed. 
Under  the  Glassco  recommendation: 

"All  activities  of  Government  would  be  disclosed  as  separate  programs.  Programs  of  like 
nature  would  be  grouped  under  one  vote.  Votes  of  a  similar  functional  nature  would  be 
consolidated  in  the  'Summary  by  Functions  and  Services'  and  the  total  would  be  presented  in 
the  'Summary  by  Functions'.  Thus  the  parliamentarian  would  be  in  a  position  to  analyse  the 
Estimates,  proceeding  progressively  from  informative  detail  on  each  program  to  meaningful 
global  totals". 

2.9  Before  the  Glassco  report,  individual  votes  frequently  corresponded  to  orga- 
nizational divisions.  A  large  department  with  several  branches  might  have  20  or  more 
divisions  each  with  a  separate  operating  vote.  Votes  contained  a  fairly  precise  description  of 
the  operations  financed  through  the  appropriation,  even  though  the  objectives  or  purposes 
being  financed  were  not  specifically  stated,  by  citing  the  title  of  the  division,  by  providing  a 
notation  as  to  applicable  statutes,  by  presenting  unique  objects  of  expenditure,  and  by 
providing  extensive  detail  on  staff,  capital  projects  and  grants. 
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2.10  For  example,  the  Livestock  Division  of  the  Department  of  Agriculture  was 
financed  through  a  separate  vote  before  1965.  The  Public  Accounts  included  a  statement 
that  "this  vote  was  provided  for  expenditures  in  connection  with  the  administration  of  (a) 
the  Live  Stock  and  Live  Stock  Products  Act  (b)  the  Agricultural  Products  Standards  Act  (c) 
record  of  performance  service  for  dairy  cattle  and  poultry  and  (d)  sire  assistance  policies". 
In  addition  "Purchase  of  livestock"  and  "Contributions  for  livestock  improvement"  were 
specified  as  unique  objects  of  expenditure  and  the  latter  object  was  supported  by  a  narra- 
tive description  which  included  the  following  notation:  "grants  to  horse  breeding  stations, 
$1,350.  To  be  eligible  for  the  grant  of  $250  per  stallion,  a  proprietor  must  own  or  control 
three  or  more  stallions  which  must  serve  an  average  of  25  mares."  This  type  of  detail,  while 
perhaps  excessive,  provided  considerable  certainty  concerning  the  types  of  expenditures 
Parliament  was  authorizing  when  it  approved  each  vote. 

2.11  Glassco  recommended  that  the  number  of  votes  be  reduced  to  facilitate 
program  budgeting,  as  well  as  to  achieve  a  briefer,  simpler  and  clearer  presentation.  This 
recommendation,  however,  was  made  in  conjunction  with  one  calling  for  details  by  "pro- 
grams of  activity"  for  each  vote.  Glassco  anticipated  that  a  clearer  statement  of  the 
purposes  of  expenditures  and  more  useful  detail  would  eliminate  the  need  for  the  larger 
number  of  votes  and  would  give  Parliament  a  better  outline  of  plans  and  operations  while 
giving  greater  flexibility  to  departments. 

2.12  In  1965  the  votes  were  consolidated,  generally  to  the  branch  level  within 
departments.  Detailed  information  was  retained  in  the  format  of  the  votes  existing  before 
1965,  pending  implementation  of  the  other  improvements  recommended  by  Glassco.  In  the 
1970-71  Estimates,  the  detailed  information  for  each  of  the  votes  existing  before  1965  was 
dropped  altogether,  being  replaced  by  the  activity  schedules  and  narrative  statements  of 
objectives  and  descriptions  of  programs. 

2.13  Using  the  example  of  the  Livestock  Division,  in  the  1970-71  Estimates,  all  of 
the  information  provided  in  previous  years  was  deleted  and  replaced  by  an  activity  presen- 
tation that  did  not  even  identify  the  Livestock  Division  as  a  separate  item  within  the 
Production  and  Marketing  Program.  The  costs  of  the  Livestock  Division,  along  with  ap- 
proximately 15  other  Divisions  in  the  Production  and  Marketing  Branch,  were  allocated 
over  the  newly-defined  activities  of  the  Production  and  Marketing  Program  which  included: 
Administration,  Support  Services,  Farm  Income  Maintenance,  Marketing,  Production,  In- 
formation and  Promotion,  Agricultural  Pest  and  Disease  Control,  Race  Track  Supervision 
and  Meat  Inspection. 

2.14  Glassco  used  the  Marine  Services  Branch  of  the  Department  of  Transport  to 
illustrate  a  recommended  level  and  type  of  detailed  information  which  should  be  shown  in 
the  Estimates,  Exhibit  A  (pages  30  and  31).  Exhibit  B  (pages  32  and  33)  shows  the  actual 
1970-71  revision  of  the  Estimates.  The  latter  includes  a  statement  of  the  program  objec- 
tives, a  briefer  summary  of  activities  and  the  actual  cost  information  for  the  preceding  year. 
In  1971-72  there  were  further  major  changes  in  the  information  disclosed  in  the  Estimates 
for  this  program  as  illustrated  by  Exhibit  C  (pages  34  and  35).  The  16  activities  previously 
shown  were  grouped  into  four,  a  significant  reduction  in  information  in  terms  of  things 
being  done  to  meet  the  program's  objective. 
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EXHIBIT  A  -  DETAILS  SECTION  OF  MAIN  ESTIMATES  AS  SUGGESTED  BY 
GLASSCO  -  OPERATIONS  AND  MAINTENANCE 


MAIN  ESTIMATES  FOR  1S62-63  COMPARED  WITH 
FORECAST  EXPENDITURES  FOR  1961-62-SERVICES— TRANSPORT 


Vote  No.   402 

Marine  Services  -  Operation  and  Maintenance  (to  be  voted)  ....    $ 


Aids  to  Navigation  is  responsible  for  operation  and  maintenance  of  lighthouses, 
lights,    lightships,   fog  alarms,   buoys  and  beacons  for  coastal  areas  and  the 
inland  and  Great  Lakes  waterways.     Aids  maintained  consist  of  4  lightships; 
3022  lights  of  various  types,    1259  light  and  signal  buoys;  428  fog  signals,    10,449 
other  miscellaneous  floating  aids. 

Provision  is  made  for  the  daily  operation  and  continued  running  maintenance  of 
the  various  Canals  comprising  the  Secondary  Canal  System,  which  includes  110 
locks  and  associated  structures,   such  as  supply  and  waste  weirs;  buildings; 
roads;  109  movable  bridges;  numerous  fixed  bridges;  docks;  wharves;  and  reaches. 
This  comprises  the  Rideau,   Trent,  Murray,   Carillon-Grenville,   Chambly,   Ste.   Anne, 
St.   Ours,   Canso  and  St.   Peters  Canals. 


Details 

1962-63 
Estimate 

$ 

1961-62 
Forecast 

$ 

Increase  or 
(Decrease) 

$ 

Programme  by  Aetivities- 

Aids  to  Navigation: 

Removal  of  Obstructions. , 

Repairs  to  Wharves 

Agencies 

Canals: 

Nova  Scotia 

— 

— 

— 

Quebec 

Rideau 

Trent  and  Murray. 
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Pilotage  Districts-- 
St.  John's,  Nfld 
Labrador 


— 

— 

Consisting  of- 

— 

Salaries  and  Wages 

(   ) 

(_)_ 

(_)_ 

Other  Expenditures 

— 

— 



— 

— 

— 

Less:      Recoveries  from  other 

departments  or  agencies 

— 

— 

— 

— 

— 

— 





— 

Total  Program  Cost 

— 
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EXHIBIT  B  -  DETAILED  INFORMATION  AS  PRESENTED  IN  THE  1970-71 
MAIN  ESTIMATES  -  OPERATIONS  AND  MAINTENANCE 


MARINE  SERVICES  PROGRAM  -  TRANSPORT 


OBJECTIVE 

To  support  waterborne  commerce  by  arranging  for  the  provision  of  facilities 
and  services  to  promote  the  safe  and  efficient  movement  of  marine  traffic. 


SUB-OBJECTIVES 

To  provide  the  essential  basis  for  orderly  relationships  in  respect  of  the  uniquely 
maritime  features  of  commercial  shipping. 

To  determine  the  need  and  arrange  for  the  management  of  arterial  and  terminal 
facilities  to  the  extent  assigned  to  the  Department  by  the  Government. 


PROGRAM  DESCRIPTION 

Administration  -  District  and  regional  administration,  including  offices  of 
the  Assistant  Deputy  Minister. 

Aids  to  Navigation  -  The  installation,  operation  and  maintenance  of  aids  to 
Marine  navigation;  the  administration  of  the  Navigable  Waters  Protection 
Act  and  the  applicable  sections  of  the  Canada  Shipping  Act. 

Harbours  and  Property  -  Administration  of  Federal  Harbours  with  particular 
reference  to  the  relationship  of  the  Department  with  local  Harbour  Commissions 
and  legislation  pertaining  thereto. 

Canals  -  Maintenance  and  improvement  of  navigation  canals,  which  include 
the  Trent,   and  Murray  and  Rideau  in  Ontario;  the  Carillon,   Ste.   Anne,   St. 
Ours  and  Chambly  in  Quebec;  the  St.   Peters  and  Canso  in  Nova  Scotia. 
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PROGRAM  BY  ACTIVITIES 

Proposed  Forecast                                    Actual 

Estimates  Expenditure                          Expenditure 

Activity                                       1970-71  1969-70  Change        1968-69 

Administration 

Aids  to  navigation 

Harbours  and  Property 

Canals 

Hydraulics  Research 

and  Development 

Marine  Traffic  Control 

St.  Lawrence  and  Saguenay 
Ship  Channels 

Arctic  Resupply 

Coast  Guard  College 

Icebreaking  and 

Escorting 

Search  and  Rescue 

Ship's  Services  to 
Other  Government 
Programs 

Weatherships 

Shipbuilding 

Nautical  Services 

Pilotage  Services 

Steamship  Inspection 


Less:   Receipts  and  Revenues 
Credited  to  the  Vote. 

Total  Estimates 


Add:    Services  provided  by 

other  departments , 

Accommodation  provided 
by  this  department.... 


Total  Cost  of  Program. 
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EXHIBIT  C  -  DETAILED  INFORMATION  AS  PRESENTED  IN  THE  1971-72 
MAIN  ESTIMATES  -  OPERATIONS  AND  MAINTENANCE 


MARINE  TRANSPORTATION  PROGRAM    "    TRANSPORT 


OBJECTIVE 

To  provide  facilities  and  to  foster  the  optimum  development  of  the  Marine 
mode  of  transport,    consistent  with  the  protection  of  the  environment,   on  a 
cost-recoverable  basis  to  the  maximum  practicable  extent. 


PROGRAM  DESCRIPTION 

Administration  -  The  Office  of  the  Administrator,   Canadian  Marine  Transportation 
Administration,   his  functional  support  staff  and  regional  and  district  adminis- 
trations. 

Terminal  Facilities  -  Administration  of  designated  public  harbours  and  other 

Federal  marine  properties,    and  legislation  pertaining  to  local  harbour  commissions. 

Way  Facilities  -  Provision  and  maintenance  of  a  complete  seaborne  and  shore 
support  service  within  Canadian  arterial  waters  and  coastal  approaches 
to  promote  the  safe  and  effective  movement  of  marine  traffic. 

Marine  Regulations  -  Development  and  enforcement  of  legislation,   regulations 
and  standards  for  the  safe  and  efficient  movement  of  marine  traffic,   including 
the  investigation  of  marine  accidents. 
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PROGRAM  BY  ACTIVITIES 

Proposed  Forecast                                   Actual 

Estimates  Expenditures                        Expenditures 

Activity                                        1971-72  1970-71            Change        1969-70 

Administration 

Terminal  Facilities 

Way  Facilities 

Marine  Regulations 


Less:   Receipts  and  Revenues 
Credited  to  the  Vote. 

Total  Estimates 


Add:    Services  provided  by 

other  departments 

Accommodation  provided 
by  this  department .... 


Total  Cost  of  Program, 
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Effectiveness  of  changes 

2.15  The  government  endorsed  the  Planning  Programming  Budgeting  (PPB) 
concepts  and  the  1970-71  Estimates  were  prepared  in  that  format.  These  concepts  place 
emphasis  on  the  clear  determination  of  the  objectives  of  each  program  and  the  analysis  of 
financial  data  in  relation  to  the  benefits  to  be  derived  from  the  expenditure  of  the  funds 
requested. 

2.16  In  the  new  format  of  the  Estimates,  the  narrative  statements  of  objectives 
might  be  regarded  as  the  guide  to  the  propriety  of  charging  expenditures  to  an  appropria- 
tion, supplemented  by  the  descriptive  detail  by  activities,  but  these  have  no  legal  signifi- 
cance since  neither  is  incorporated  in  the  wording  of  appropriation  acts.  The  vote  wordings 
contained  in  such  acts  are  standardized  and  uninformative,  and  lack  the  certainty  charac- 
teristic of  well-drafted  law. 

2.17  The  PPB  Guide  issued  by  Treasury  Board  in  1969  indicated  that  program 
objectives  should  meet  the  following  criteria: 

"(a)  the  objectives  of  the  program  should  be  compatible  with  each  other; 

"(b)  they  should  be  directly  translatable  to  explicit  benefits,  preferably  to  benefits  that  can  be 
measured  quantitatively; 

"(c)  they  should  be  stated  in  a  way  to  encourage  the  consideration  of  a  number  of  different  yet 
feasible  alternative  activities,  i.e.  the  objective  should  not  define  the  method; 

"(d)  they  should  be  defined  with  enough  precision  to  permit  identification  of  any  activity  within  a 
program  which  does  not  contribute  to  the  objectives  of  that  program;  and 

"(e)  they  should  be  consistent  with  the  department's  role  as  set  out  in  the  legislation  governing  its 
operations." 

2.18  Examination  of  the  Estimates  book  clearly  indicates  that  these  criteria  are 
rarely  satisfied.  In  most  cases,  program  objectives  and  sub-objectives  are  so  broadly  stated 
that  they: 

-  cannot  be  meaningfully  challenged; 

-  provide  an  umbrella  giving  a  department  the  apparent  mandate  to  undertake  almost 
any  project  within  its  field  of  interest; 

do  not  provide  a  clear  reference  of  what  was  intended  for  those  responsible  for 
budgetary  review,  budgetary  control  or  financial  reporting; 

-  create  difficulties  for  those  auditing  expenditures  to  verify  that  they  are  in  accord- 
ance with  the  apparent  intent  of  Parliament; 

do  not  disclose  what  results  will  be  derived  from  the  expenditure  of  funds;  and 

are  stated  in  such  a  way  that  costs  of  various  means  of  pursuing  stated  objectives 
cannot  be  estimated  accurately. 
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2.19  The  present  Estimates  appear  to  imply  the  government's  implementation  of 
PPB  concepts,  but  this  is  misleading  because  of  the  lack  of  adequate  underlying  quantita- 
tive information  on  costs  and  benefits.  The  existing  information  provides  little  practical 
indication  as  to  what  those  involved  in  the  programs  actually  do,  who  benefits,  or  the 
precise  objectives  sought. 

2.20  The  summary  information  provided  in  the  Estimates  is  also  of  limited  valid- 
ity. The  presentation  of  departmental  program  costs  under  "functions",  "sub-functions" 
and  "functional  programs"  is  relatively  arbitrary  and  may  be  misleading  because  costs  can 
be  meaningfully  analysed  in  many  ways.  For  example,  the  meat  inspection  activities  of  the 
Department  of  Agriculture  might  be  classified  within  the  Protection  of  Persons  and 
Property  —  Consumers  Services  "sub-function"  as  well  as  within  the  Economic  Develop- 
ment and  Support  —  Primary  Industry  "sub-function"  where  it  now  is  included. 

2.21  Costs  can  be  analysed  within  programs  in  many  ways.  Examples  can  be 
found  in  the  Estimates  where  activities  are  displayed  in  terms  of  the  costs  of: 

producing  operational  outputs  or  of  administrative  or  supporting  services; 

commodities,  products  or  problem  areas; 

sectors  of  the  public  benefitting  from  the  program;  and 

resources  to  be  acquired. 

2.22  In  many  departments,  however,  the  current  activity  structure  is  either  a 
simple  aggregation  of  organizational  costs  or  an  imprecise  estimate  of  costs  that  cut  across 
organizational  lines  based  on  criteria  which  are  often  difficult  to  support.  Departments  have 
shown  little  more  than  a  casual  interest  in  developing  activity  structures  that  permit  costs  to 
be  related  to  quantitative  data  identifying  results  to  be  produced.  By  not  disclosing  that 
activity  information  in  the  Estimates  actually  reflects  organizational  costs,  departments  are 
not  committed  to  reporting  organizational  costs  in  Public  Accounts  when  some  alternative 
costing  better  suits  their  purposes. 

Suggested  improvements 

2.23  Although  there  must  be  some  standardization,  it  appears  that  no  rigidly 
uniform  system  of  presentation  can  be  developed  to  answer  the  needs  of  Parliament  in  all 
cases.  The  present  Estimates  demonstrate  that  a  significant  loss  of  information  results  when 
standardization  is  carried  too  far. 

2.24  The  summary  of  programs  by  defined  "functions",  "sub-functions"  and 
"functional  programs"  provides  a  useful  summary  of  the  uses  to  which  appropriations  are 
to  be  applied.  It  should  be  continued,  but  perhaps  in  a  number  of  alternative  forms  in  order 
to  analyse  government  expenditures  from  several  perspectives.  For  example  where  a  pro- 
gram contributes  to  more  than  one  objective  of  the  government  its  costs  might  be  included 
in  each  of  them  to  show  a  more  complete  presentation  of  the  government's  efforts  in  each 
area. 
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2.25  Within  a  program,  there  may  be  several  ways  of  presenting  financial  informa- 
tion to  Parliament.  Research  is  required  on  each  individual  program  to  develop  forms  of 
presentation  that  would  provide  a  better  basis  for  Parliament  to  establish  the  accountability 
of  government  and  to  exercise  financial  control  through  appropriations.  It  is  worth  noting 
that  when  the  United  Kingdom  carried  out  a  similar  review  several  years  ago  there  was  no 
reduction  in  the  number  of  appropriations  or  of  sub-divisions  used  to  support  the  appropri- 
ations. The  revised  presentation  was  designed  to  link  headings  used  for  economic  planning 
purposes  with  those  used  for  financial  management  purposes  and  demonstrates  the  value  of 
not  carrying  standardization  to  the  extreme. 

2.26  Changes  in  the  Estimates  to  provide  a  better  basis  for  parliamentary  control, 
at  the  same  time  making  more  visible  the  uses  to  which  funds  are  to  be  put,  include  the 
following: 

A  $500  million  program  with  four  activities  now  is  presented  in  the  same  form  as  a 
$5  million  program  with  four  activities.  Further  breakdown  of  some  larger  programs 
and,  conversely,  elimination  of  detail  for  some  smaller  ones  would  produce  a  more 
useful  product,  although  size  should  not  be  the  sole  determinant  and  the  nature  of 
the  program  should  also  be  considered. 

Specific  and  more  descriptive  objects  of  expenditure  could  be  used  in  the  Estimates 
to  explain  resource  requirements  rather  than  the  standard  objects  which  tend  to 
obscure  useful  information.  Government-wide  aggregations  can  be  provided  through 
analysis  of  data  kept  by  departments  on  a  uniform  basis. 

-  Segregation  of  costs  arising  directly  from  the  performance  of  specifically  legislated 
responsibilities  from  those  not  subject  to  legislation  would  give  Parliament  improved 
information  on  the  costs  of  administering  specific  statutes. 

The  usefulness  of  narrative  information  could  be  improved  by  including  explana- 
tions of  changes  from  the  prior  year,  and  of  any  special  accounting  practices. 

Objectives  could  be  stated  in  operational  terms  in  the  Estimates. 

-  Activities  could  be  described  in  terms  of  quantitative  results  expected,  wherever 
practicable. 

Capital  expenditures  and  grants  and  contributions  could  be  identified  separately 
where  operational  activities  are  not  appropriate,  as  in  the  case  of  general  purpose 
capital  facilities. 

Memorandum  or  notational  costs  and  revenues  could  be  allocated  more  specifically 
so  as  to  disclose  the  net  cost  of  each  activity.  At  present,  only  cash  disbursements  are 
analysed  by  activity;  cost  of  services  provided  without  charge  and  related  revenues 
are  disclosed  only  by  program. 

2.27  There  may  be  value  in  further  changes  to  the  vote  structure  provided  support- 
ing data  are  significantly  improved.  The  present  concept  of  establishing  more  than  one  vote 
for  most  departments  may  reduce  to  some  extent  the  internal  competition  for  funds  within 
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departments  and  it  may  also  retard  the  effective  disclosure  of  useful  financial  information. 
For  example,  the  Department  of  Agriculture  has  separate  Administration,  Research,  Pro- 
duction and  Marketing,  Health  of  Animals  and  Canadian  Grain  Commission  votes  based 
on  a  preferred  organizational  structure  but  it  may  be  useful  for  those  in  Parliament  who  are 
interested  in  obtaining  financial  data  in  respect  of  a  specific  food  system  to  receive  the 
information  being  developed  for  internal  analysis  of  departmental  costs  in  terms  of  agricul- 
tural products. 

2.28  With  some  major  exceptions,  the  wordings  and  amounts  in  the  Estimates  are 
virtually  frozen,  as  far  as  departments  are  concerned,  approximately  six  months  before  the 
beginning  of  the  fiscal  year.  By  the  date  of  presentation  to  Parliament,  most  departments 
are  aware  of  major  changes,  not  reflected  in  the  Estimates,  in  financial  results  for  the 
current  year  and  in  the  outlook  for  the  Estimates  year.  Estimates  information  should  be 
updated  with  significant  information  just  before  tabling  in  Parliament. 

2.29  The  Estimates  do  not  adequately  point  up  special  provisions  or  changes  from 
the  previous  year  so  as  to  draw  them  to  Parliament's  attention.  Such  changes  from  the  prior 
year  could  be  underlined  as  is  the  practice  in  material  supporting  bills  amending  other 
legislation. 

2.30  Some  additional  information  might  be  included  in  the  Estimates: 

a  brief  summary  of  major  changes  in  legislation  or  general  economic  conditions  not 
provided  for.  For  example,  a  transmittal  letter  for  the  1974-75  Main  Estimates  could 
have  mentioned  that  anticipated  costs  of  the  new  Oil  Import  Compensation  Program 
had  not  been  included; 

the  important  underlying  costing  assumptions,  such  as  the  manner  of  providing  for 
anticipated  price  changes; 

the  economic  assumptions  on  which  estimates  are  based  for  programs  subject  to 
major  fluctuations  in  costs,  such  as  the  Agricultural  Stabilization  Account,  Central 
Mortgage  and  Housing  Corporation  or  Unemployment  Insurance  Account;  and 

a  forecast  of  all  unused  appropriation  authorities  which  do  not  lapse  and  will  be 
available  to  carry  forward  from  the  current  year. 

Responsibility  for  improvements 

2.31  Past  changes  in  the  form  and  content  of  the  Estimates  have  not  had  the 
results  that  might  have  been  hoped  for.  In  the  past,  the  Treasury  Board  Secretariat  has 
taken  the  initiative  in  suggesting  changes.  Significant  changes  have  been  tested  by  a  limited 
number  of  departments,  and  the  Public  Accounts  Committee  has  been  informed  of  major 
changes  in  advance  of  implementation.  This  may  have  resulted  in  increased  standardization 
without  adequate  consideration  of  specific  applications  to  individual  departments.  Through 
implementation,  or  through  year-to-year  modifications,  the  Estimates  have  not  realized  the 
benefits  that  might  have  been  anticipated  for  purposes  of  parliamentary  control  of  govern- 
ment finances. 
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2.32  In  making  these  changes,  Treasury  Board  appears  to  have  given  insufficient 
attention  to  financial  control.  Quite  naturally  problems  of  resource  allocation  have  con- 
cerned the  Treasury  Board  Secretariat  more  than  problems  of  accountability.  This  leads  to 
presentations  being  approved  that  are  impossible  to  cost  accurately  and  to  control  by 
comparing  actual  with  planned  expenditures. 

2.33  These  deficiencies  might  be  overcome  by  requiring  departments  to  explain 
and  justify  in  advance  to  the  House  of  Commons  committee  responsible  for  reviewing  their 
Estimates  any  significant  proposed  changes  in  the  degree  or  nature  of  disclosure.  These 
committees  could  also  consult  the  Treasury  Board  and  other  central  agencies,  as  well  as  the 
Office  of  the  Auditor  General,  to  obtain  their  views  on  departmental  proposals. 

2.34  The  present  Estimates  structure  and  content  make  it  difficult  to  ascertain  the 
precise  intent  of  Parliament  or  of  the  government  in  appropriating  funds  and  for  my  staff  in 
auditing  departmental  appropriations  to  ascertain  that  funds  are  used  for  the  purposes 
intended  by  Parliament.  It  is  therefore  difficult  for  my  Office  to  discharge  the  responsibility 
assigned  to  me  in  Section  61(  I  )(c)  of  the  Financial  Administration  Act  —  namely,  to  call 
attention  to  every  case  where  "any  appropriation  was  exceeded  or  was  applied  to  a  purpose 
or  in  a  manner  not  authorized  by  Parliament". 

2.35  A  comprehensive  study  of  the  form  of  the  Estimates,  and  of  the  information 
submittted  by  each  department  and  agency  in  support  of  appropriation  requests,  is  required  to 
determine  changes  needed  to  achieve  better  disclosure,  as  well  as  better  control  by  Parliament 
and  by  the  government  of  departmental  spending  in  relation  to  the  appropriations  granted. 

PUBLIC  ACCOUNTS 

2.36  Since  1961  the  Public  Accounts  have  been  published  in  three  volumes: 

Volume  I  provides  a  wide  variety  of  analyses  of  the  accounts  of  Canada;  it  includes: 
Statements  of  Assets  and  Liabilities  and  Expenditure  and  Revenue  called  for  in  the 
Financial  Administration  Act  as  well  as  several  other  summary  statements;  details  of 
each  budgetary  appropriation  granted  by  Parliament;  other  miscellaneous  state- 
ments for  which  there  is  a  statutory  or  other  requirement. 

Volume  II  presents  financial  information  by  individual  departments  and  agencies, 
repeating  some  of  the  detail  by  appropriations  contained  in  Volume  I  and  reporting 
actual  expenditures  in  relation  to  the  supporting  details  included  in  the  Estimates.  It 
also  provides  other  miscellaneous  data  on  specific  transactions  and  balances  re- 
quested by  Parliament. 

Volume  III  includes  the  financial  statements  of  Crown  corporations  and  other  corpo- 
rations in  which  the  government  has  invested. 

2.37  The  1965  Public  Accounts,  following  Glassco,  made  these  changes: 

introduced  the  estimated  value,  by  department,  of  services  provided  to  or  by  others 
without  charge; 
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-     provided  a  memorandum  statement  of  accounts  receivable  by  department  and 
agency; 

deleted  the  listing  of  employees  receiving  salaries  at  annual  rates  of  $8,000  or  over 
and  travelling  expenses  of  $500  or  over;  and 

deleted  the  listing  of  payments  to  suppliers  and  contractors  receiving  $10,000  or 
more. 

Consequent  on  the  changes  to  the  1970-71  Estimates,  further  changes  were  made  in  the 
Public  Accounts  in  1971,  affecting  the  text  and  certain  statements. 

Suggested  improvements 

2.38  Since  the  Estimates  have  such  a  significant  impact  on  the  Public  Accounts, 
any  changes  that  may  result  from  a  study  of  the  former  will  automatically  improve  the 
latter.  In  addition,  other  matters  such  as  those  discussed  in  the  paragraphs  that  follow 
should  be  studied  with  a  view  to  improving  the  Public  Accounts. 

2.39  Volume  I  now  includes  general  summary  information  and  all  requirements 
for  specific  reporting  established  by  legislation.  The  most  important  statements  are  spread 
through  Sections  2,  9  and  10  of  Volume  I.  Any  person  not  intimately  familiar  with  their 
location  and  content  is  likely  to  find  them  difficult  to  use  and  to  relate  one  with  another. 
Volume  II  presents  supplementary  information  in  a  format  which  generally  follows  that  of 
the  Estimates.  Much  expenditure  data  included  in  Volumes  I  and  II  are  repetitive.  In  the 
case  of  asset  and  liability  accounts,  Volumes  I,  II  and  III  together  provide  detailed  informa- 
tion as  to  the  authority  and  purpose  of  the  account,  the  balance  outstanding  and  the  details 
of  transactions  processed  through  the  accounts,  but  with  only  limited  cross-referencing  of 
related  information. 

2.40  The  Report  of  The  Independent  Review  Committee  on  the  Office  of  the 
Auditor  General  made  recommendations  for  improving  the  content  of  the  Public  Accounts. 
Specifically,  it  proposed  that  the  most  important  statements  should  be  brought  together  in 
the  Public  Accounts  including: 

a  statement  of  expenditures  and  revenues; 

a  statement  of  changes  in  financial  position  or  a  statement  of  transactions; 

a  statement  of  assets  and  liabilities. 

Because  these  statements  differ  from  the  conventional  statements  having  similiar  names 
produced  in  the  private  sector  they  should  be  supported  by  an  explanation  of  the  account- 
ing practices  followed  in  preparing  them. 

2.41  Other  changes  that  would  improve  the  format  of  the  Public  Accounts, 
include: 

Reduce  the  size  and  simplify  the  style  of  Volume  I  so  that  it  emphasizes  the  sum- 
mary statements  of  the  Government  of  Canada.  Appropriation  details  should  be 
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eliminated  through  cross-references  to  Volume  II.  The  ideal  should  be  something 
comparable  in  style  and  readability  to  the  "Budget  in  Brief"  presentation  of  the 
Estimates,  but  with  more  specific  and  substantive  data. 

Include  in  Volume  II  all  the  information  necessary  to  account  for  the  appropriation 
authorities  granted  to  individual  departments  and  agencies.  It  should  parallel  as 
closely  as  possible  the  Estimates  structure  to  facilitate  review  and  maintenance  of  the 
government's  accountability  to  Parliament  and  should  present  complete  details  on 
the  authority  and  transactions  processed  through  non-budgetary  and  special  ac- 
counts. Narratives  should  provide  meaningful  explanations  of  major  variations 
between  Estimates  and  actual  results,  related  to  quantitative  data  on  program 
results,  wherever  possible.  It  should  also  contain  information  with  respect  to  specific 
transactions,  bad  debts,  real  property  holdings,  minor  grants  and  contributions  and 
professional  service  contracts. 

Continue  to  provide  in  Volume  III  the  financial  statements  of  Crown  corporations.  It 
could  contain  a  narrative  statement  of  major  changes  during  the  year  for  each 
corporation  together  with  summary  analyses  showing  assets  and  liabilities,  revenues 
and  expenditures,  by  groupings  of  corporations.  Any  Crown-owned  corporations  not 
now  included  in  Volume  III  should  be  added  with  appropriate  explanations  as  to 
their  different  natures.  This  volume  should  also  contain  summary  information  on 
loans  and  advances  to  Crown  corporations  now  included  in  Volume  I  of  the  Public 
Accounts,  together  with  summaries  of  such  key  information  as  the  gross  revenue,  net 
operating  results,  cash  balances,  net  working  capital  position  and  net  assets. 

2.42  Integration  of  the  timing  and  content  of  departmental  annual  reports  with  the 
material  supplied  by  departments  for  the  Public  Accounts  would  ensure  that  they  are 
prepared  in  a  consistent  manner  and  complement  the  Public  Accounts  by  providing  cost 
details,  quantitative  information  on  results,  and  narrative  information  which  cannot  be 
provided  within  the  constraints  of  the  Public  Accounts  format. 

2.43  The  Public  Accounts  do  not  reflect  the  Estimates  in  all  respects.  For  example: 

the  "functional",  "sub-functional"  and  "functional  program"  aggregation  of  costs 
in  the  Estimates  is  not  reported  in  the  Public  Accounts  in  the  same  level  of  detail; 

-  capital  projects  itemized  in  the  Estimates  are  not  itemized  in  the  Public  Accounts  in 
a  way  that  facilitates  comparisons; 

-  revenue  detail  is  more  aggregated;  and 

-  the  amounts  in  the  Estimates  columns  under  statutory  authorities  are  not  the 
amounts  originally  forecast  in  the  Estimates. 

Since  the  detail  in  the  Estimates  supplements  the  more  restricted  content  of  appropriation 
acts  in  establishing  the  accountability  of  government,  these  inconsistencies  should  be 
corrected  and  preparation  of  the  Public  Accounts  more  closely  co-ordinated  with  the 
Estimates. 
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Responsibility  for  improvements 

2.44  The  Financial  Administration  Act  gives  the  Minister  of  Finance  authority  to 
direct  the  form  in  which  the  Public  Accounts  will  be  prepared.  In  practice  the  Receiver 
General  prepares  the  Public  Accounts  with  little  direction  from  the  Minister.  The  form  of 
the  Estimates  which  are  the  responsibility  of  the  Treasury  Board  directly  affects  the  Public 
Accounts,  since  the  Estimates  provide  the  basis  for  the  appropriations  and  prescribe  much 
of  the  additional  detail  subsequently  reported. 

2.45  There  seems  little  reason  in  practice  or  in  theory  for  the  Minister  of  Finance 
continuing  to  be  responsible  for  the  form  of  the  Public  Accounts.  The  Department  of  Supply 
and  Services  should  continue  to  act  in  a  service  role  in  preparing  the  Public  Accounts,  but  it 
should  not  be  responsible  for  the  form  and  content.  The  responsibility  should  be  assigned  to 
the  same  central  agency  as  is  responsible  for  advising  on  the  Estimates  format  and  content, 
so  that  the  two  documents  can  be  more  closely  co-ordinated. 

2.46  A  single  central  agency  should  be  responsible  for  the  form  of  Estimates  and  the 
Public  Accounts  so  that  a  more  adequate  and  consistent  accounting  can  be  rendered  to 
Parliament. 
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HI  ALLOCATION  OF  RESOURCES 

3.1  This  chapter  is  not  concerned  with  the  wisdom  of  the  decisions  made  in  the 
process  of  allocating  available  funds  but  rather  with  the  value  and  quality  of  the  informa- 
tion on  which  the  decisions  are  made.  There  is  need  for  such  information  to  be  clearly 
formulated  and  understood  if  managers  are  to  be  expected  to  manage  and  control  funds  in 
line  with  Parliament's  and  the  government's  intent. 

3.2  Glassco  made  a  number  of  proposals  for  improving  the  process  of  resource 
allocation,  recommending  that  departmental  estimates  be  prepared  on  the  basis  of  pro- 
grams of  activity  and  that  more  objective  standards  for  analysis  and  comparison  be  devel- 
oped and  employed  in  the  review  process  by  senior  departmental  management  and  Trea- 
sury Board.  Glassco  also  dealt  at  length  with  non-tax  revenue,  recommending  that  depart- 
ments annually  assess  the  operation  of  all  services  to  the  public  and  make  recommendations 
for  maintaining  appropriate  relationships  between  the  revenues  derived  from  the  service 
and  the  cost  of  providing  it. 

3.3  The  Planning,  Programming  and  Budgeting  system  (PPB),  which  influenced 
the  new  format  for  the  Estimates  in  1969,  also  changed  methods  of  resource  allocation.  PPB 
recognizes  that  total  resources  are  limited  and  that  the  government  has  to  set  priorities  for 
resource  allocation. 

3.4  The  resource  allocation  process  now  includes  four  main  stages:  Establishment 
of  Priorities,  Program  Forecasts,  Main  Estimates  and  Supplementary  Estimates.  The  Estab- 
lishment of  Priorities  by  Cabinet  is  intended  to  provide  a  framework  for  the  Program 
Forecast.  The  Program  Forecast,  added  as  a  stage  in  1966,  gives  Treasury  Board  an 
opportunity  to  review  departmental  priorities  and  to  set  targets  before  formal  Estimates 
submission.  The  Main  Estimates  provide  the  basis  for  financial  authority  to  be  requested 
from  Parliament,  and  show  the  precise  resources  needed  in  the  next  fiscal  year.  Supplemen- 
tary Estimates  result  from  changes  in  departmental  requirements  for  the  year,  leading  to 
additions  to  or  adjustments  in  amounts  reported  in  Estimates  already  tabled. 

3.5  Changes  in  the  resource  allocation  process  have  been  designed  to  facilitate 
allocation  of  resources  in  line  with  expressed  government  policies.  Progress  has  been  made, 
but  it  is  apparent  that  weaknesses  remain  in  the  process  as  now  constituted. 

3.6  This  chapter  describes  relevant  aspects  of  the  resource  allocation  process,  sets 
out  some  strengths  and  weaknesses,  and  proposes  some  opportunities  for  improvement 
under  the  following  headings: 

Communication  of  government  objectives  and  priorities; 

Program  Forecasts  and  Estimates; 

Non-tax  revenues. 
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COMMUNICATION  OF  GOVERNMENT  OBJECTIVES  AND  PRIORITIES 

Present  process 

3.7  The  resource  allocation  process  starts  with  establishment  of  general  priorities 
by  the  Cabinet  Committee  on  Priorities  and  Planning  after  discussion  of  the  major  issues 
facing  the  government,  and  their  financial  implications  for  the  year  concerned.  Objectives 
are  stated  in  general  terms  and  are  not  ranked  in  order  of  importance.  Decisions  are 
communicated  to  all  ministers,  as  well  as  to  deputy  ministers,  and  thus  are  made  known  to 
departments.  In  future,  objectives  are  to  be  set  in  the  fall  before  departments  prepare 
Program  Forecasts,  but  this  is  not  done  now. 

3.8  In  mid-March,  approximately  12  months  before  the  start  of  the  estimates 
year  concerned,  the  Cabinet  reconsiders  its  priorities  in  the  light  of  information  provided  to 
the  Cabinet  Committee  on  Priorities  and  Planning  by  the  Department  of  Finance  and  the 
Treasury  Board  Secretariat.  The  Department  of  Finance  prepares  a  fiscal  framework  state- 
ment projecting  a  number  of  factors  for  a  four-year  period  including  revenues,  economic 
growth,  price  stability  and  employment.  This  statement  also  proposes  an  appropriate  share 
of  the  gross  national  product  for  the  federal  government  and  recommends  a  fiscal  stance  to 
achieve  economic  balance.  The  four-year  projection  includes  changes  for  the  fiscal  year  just 
beginning  (Current  Year),  considerable  detail  for  the  succeeding  year  (New  Year)  and 
more  general  information  for  the  following  two  years. 

3.9  The  Treasury  Board  Secretariat  submits  an  expenditure  forecast  for  the 
Current  Year,  a  projection  of  the  costs  of  continuing  in  the  New  Year  and  in  the  two 
succeeding  years  programs  currently  in  existence,  new  programs  or  proposals  approved  by 
Cabinet,  and  the  amount  of  reserves  expected  to  be  needed  for  unforeseen  contingencies. 
The  Secretariat  also  includes  any  significant  new  programs  that  it  knows  departments  and 
agencies  will  propose  in  the  impending  Program  Forecasts. 

3.10  The  Treasury  Board  Secretariat,  the  Department  of  Finance  and  the  various 
departments  exchange  information  during  the  preparation  of  the  documents  submitted  to 
Priorities  and  Planning.  For  example,  the  Treasury  Board  Secretariat,  in  its  projections  of 
expenditures,  uses  the  Department  of  Finance's  economic  assumptions  on  such  matters  as 
the  consumer  price  index,  the  gross  national  product  and  unemployment.  In  addition, 
Treasury  Board  program  analysts  gather  information  from  departments  on  such  matters  as 
projected  workload  increases,  grants  and  contributions,  transfer  payments  and  capital 
projects. 

3.11  In  April,  the  Cabinet  Committee  discusses  the  submissions  from  the  Depart- 
ment of  Finance  and  the  Treasury  Board  Secretariat.  This  results  in  a  Cabinet  document 
providing  guidance  on  spending  limits  and  tax  policy  changes  for  the  New  Year  and  the 
two  succeeding  years.  It  includes  specific  guidance  on  expenditures  resulting  from  the 
implementation  of  new  policy  thrusts,  general  guidance  on  priorities  for  financing  new 
programs  and  a  decision  on  the  amounts  of  reserves  needed  to  allow  for  unpredictable  and 
unavoidable  expenditures. 
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3.12  Throughout  the  year,  the  Treasury  Board  Secretariat  receives  further  infor- 
mation on  changing  Cabinet  priorities  since  a  member  of  the  Program  Branch  attends 
Cabinet  committee  meetings. 

3.13  Procedures  for  determining  objectives  and  priorities  within  departments  vary. 
The  senior  officers  of  few  departments  formally  communicate  either  the  government's  or 
their  own  priorities  to  staff  involved  in  the  initial  preparation  of  Program  Forecasts.  More 
often,  priorities  are  settled  while  reviewing  Program  Forecast  submissions  from  within  or 
else  are  left  unsettled  until  Treasury  Board  review. 

Application  of  priorities 

3.14  Assignment  of  priorities  results  in  changes  in  the  means  by  which  activities 
are  undertaken,  and  the  nature  of  or  the  level  of  attainment  of  various  public  services. 
Departments  are  expected  to  reflect  Cabinet  objectives  and  priorities  in  Program  Forecasts, 
but  since  statements  of  objectives  and  priorities  are  not  precise  to  the  point  of  defining 
specific  programs,  departments  make  their  own  subjective  assumptions  concerning  priorities 
within  the  broad  guidelines  given  by  Cabinet  and  the  levels  of  available  funds. 

3.15  When  introduced,  the  Program  Forecast  was  intended  to  provide  an  opportu- 
nity for  longer-term  planning  by  departmental  management,  and  a  means  for  Treasury 
Board  to  give  preliminary  guidance  on  the  likely  allocation  of  resources.  In  practice,  many 
Program  Forecasts  are  based  on  detailed  budgets  prepared  by  individual  managers 
throughout  departments.  Few  departments  prepare  long-range  plans  and  many  lack  effec- 
tive short-term  planning.  Departmental  perceptions  of  broad  government  objectives  and 
priorities,  as  well  as  the  department's  own  objectives  and  priorities,  are  not  communicated 
effectively  to  managers  before  they  provide  their  input  to  the  Program  Forecasts.  As  a 
result,  Program  Forecasts  submitted  to  the  Treasury  Board  Secretariat  often  reflect  an 
aggregation  of  the  current  objectives  of  individual  managers  rather  than  a  unified  response 
to  objectives  of  the  government  or  of  senior  departmental  management.  Managers  tend  to 
exert  upward  pressure  on  expenditure  levels.  Without  properly  established  objectives  and 
priorities,  they  have  little  reason  to  do  otherwise.  Time  is  spent  preparing  and  reviewing 
abortive  proposals,  and  programs  responding  to  government  objectives  may  not  be  planned 
so  that  they  may  start  on  a  timely  basis. 

3.16  In  the  approximately  seven  months  between  the  submission  of  Program 
Forecasts  and  the  submission  of  Main  Estimates,  governmental  and  departmental  objec- 
tives and  priorities  may  change.  Additional  expenditures  approved  by  Cabinet  later  as  a 
result  of  department  submissions  during  the  two-year  period  between  the  submission  of 
Program  Forecasts  and  the  end  of  the  year  concerned  can  amount  to  nearly  three  times 
those  authorized  as  part  of  the  review  of  Program  Forecasts. 

3.17  Communication  of  governmental  objectives  to  departments  in  time  for  them 
to  be  reflected  in  Program  Forecasts  and  Estimates  is  critical  since  current  government 
objectives  need  to  be  supplemented  and  interpreted  by  departments  before  they  can  be 


47 


applied  by  those  managers  responsible  for  detailed  budgeting.  The  extent  and  timing  of 
such  communications  depends  on  a  department's  choice  as  to  when  lower  level  manage- 
ment participates  in  preparing  budgetary  submissions.  Inability  of  a  department  to  commu- 
nicate the  government's  and  its  own  objectives  and  priorities  probably  indicates  that  its 
involvement  of  lower  levels  of  management  in  detailed  budget  preparation  is  premature. 

3.18  There  is  need  for  governmental  and  departmental  objectives  and  priorities, 
detailed  enough  to  provide  effective  guidance,  to  be  communicated  formally  and  on  a  timely 
basis  to  managers  responsible  for  the  various  aspects  of  financial  planning. 

PROGRAM  FORECASTS  AND  ESTIMATES 

Description  of  procedures 

3.19  The  Treasury  Board  Guide  on  Financial  Administration  states  that  "Program 
Forecast  submissions  should  be  prepared  centrally  (by  departments)  because  their  purpose 
is  to  establish  the  levels  of  funding  which  are  appropriate  for  each  program  taking  into 
account  competing  demands  for  scarce  funds".  In  practice,  a  significant  number  of  depart- 
ments require  operational  managers  to  prepare  detailed  budgets  to  provide  the  basis  for 
Program  Forecast  submissions  to  Treasury  Board. 

3.20  Program  Forecasts  have  two  components:  the  A  Budget  is  the  cost  of  carrying 
on,  at  the  same  level  of  quality,  existing  programs  and  services;  the  B  Budget  is  the  cost  of 
new  programs  or  services,  together  with  any  improvements  to  those  provided  in  the  Current 
Year. 

3.21  In  December  approximately  15  months  before  the  fiscal  year  concerned  the 
Treasury  Board  Secretariat  asks  departments  by  letter  to  submit  Program  Forecasts.  All 
such  letters  are  basically  similar,  although  some  may  request  additional  information.  These 
letters  also  communicate  any  changes  in  preparation  and  submission  procedures  not  re- 
flected in  Treasury  Board  Secretariat  publications  dealing  with  resource  allocation. 

3.22  Program  Forecast  submissions  describe  the  purposes  of  each  program,  and 
analyse  and  justify  forecast  expenditures  by  activities  and  by  standard  objects  of  expendi- 
ture. The  A  Budget  is  calculated  on  an  incremental  basis  using  the  Current  Year  Main 
Estimates  as  the  starting  point  for  the  New  Year  forecast.  There  is  virtually  no  attempt  at 
zero-based  budgeting  (i.e.  justifying  all  amounts  requested),  except  in  the  areas  of  capital 
expenditures  and  grants  and  contributions. 

3.23  Program  Forecast  procedures  for  the  A  Budget  allow  certain  increases  to  the 
Current  Year  Main  Estimates  (excluding  capital  and  grants  and  contributions)  in  arriving 
at  the  A  Budget  for  the  New  Year.  Among  these  are  the  effects  of  specific  Cabinet  decisions 
since  the  Main  Estimates,  actual  increases  in  wage  costs,  specific  price  increases,  provisions 
for  increases  in  workload  and  required  increases  in  statutory  payments. 
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3.24  The  B  Budget  is  less  a  formula  approach.  New  proposals  are  supported  by 
relatively  lengthy  narratives.  Cost  estimates,  however,  are  presented  only  to  the  same 
activity  and  object-of-expenditure  level  as  in  the  A  base. 

3.25  Capital  expenditures  receive  somewhat  different  treatment.  The  capital  bud- 
get is  a  continually  updated  record  of  approved  and  proposed  capital  projects  costing 
$250,000  or  more,  stating  financial  requirements  and  containing  appropriate  explanatory 
material.  It  covers  a  six-year  period:  the  Current  Year,  the  New  Year,  and  the  four  succeed- 
ing years.  Capital  budgets  are  updated  quarterly  through  submissions  to  the  Treasury 
Board  Secretariat.  The  most  recent  engineering  estimates  are  used  in  capital  budgets,  and 
allowances  for  general  price  increases  are  not  permitted. 

3.26  In  addition  to  dollar  requirements,  Program  Forecasts  also  forecast  staff 
requirements,  expressed  in  terms  of  man-years.  For  each  activity  in  the  Program  Forecasts, 
man-years  are  disclosed  in  a  manner  similar  to  dollar  requirements.  Man-year  forecasts 
show  man-year  totals  for  continuing  employees  and  for  casuals  and  others. 

3.27  Program  Forecasts  and  Estimates  are  dealt  with  according  to  the  following 
timetable  covering  the  year  immediately  preceding  the  beginning  of  the  fiscal  year  to  which 
they  apply: 

April  and  May 

-  Submissions  are  analysed  in  the  light  of  government  priorities  and  briefing  docu- 
ments are  prepared  for  review  and  submission  to  Treasury  Board. 

June  and  July 

Treasury  Board  reviews  submissions  and  briefing  documents  with  responsible  minis- 
ters and  recommends  total  budgetary  levels  for  departments  for  consideration  and 
approval  of  the  Priorities  and  Planning  Committee  and  Cabinet. 

August 

Letters  are  sent  to  departments  by  Treasury  Board  giving  them  their  approved 
budgetary  levels. 

October  and  November 

Main  Estimates  are  submitted  by  departments  to  Treasury  Board  where  they  are 
analysed  with  particular  attention  to  departures  from  proposals  submitted,  sup- 
ported and  approved  in  the  Program  Forecast  review. 

December 

-  The  Estimates  are  considered  by  Treasury  Board  and  then  by  Cabinet  for  approval 
of  final  appropriation  levels. 
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February 

-     The  Main  Estimates  "Blue  Book"  is  tabled  in  Parliament. 

The  process  is  illustrated  in  greater  detail  in  Exhibit  D  (page  51). 

3.28  Following  the  Main  Estimates,  departments  must  provide  Treasury  Board 
with  forecast  man-year  requirements  for  each  quarter  of  the  fiscal  year  for  each  activity. 
Within  approximately  three  weeks  after  the  end  of  each  quarter,  departments  are  required 
to  submit  actual  man-year  usage  reports  to  the  Secretariat. 

3.29  Supplementary  Estimates  are  normally  called  for  in  two  stages,  in  September 
and  again  in  January.  They  are  submitted  to  the  Treasury  Board  Secretariat  in  the  subse- 
quent month  and  are  tabled  during  the  second  month  after  the  call.  Supplementary  Esti- 
mates are  required  for  programs  approved  since  submission  of  the  Main  Estimates,  for 
unforeseen  additional  expenditures  on  previously  approved  programs  and  for  reallocation 
of  funds  between  votes  administered  by  the  same  department. 

3.30  In  addition  to  advancing  new  proposals  through  the  B  Budget  at  the  Program 
Forecast  stage,  departments  prepare  submissions  during  the  year  requesting  approval  of 
new  programs.  Those  requiring  policy  decisions  are  referred  to  Cabinet  committees  for 
policy  approval;  others  are  referred  to  the  Treasury  Board  for  approval  in  principle. 

3.31  A  Quarterly  Expenditure  Review  presenting  the  financial  requirements  for  all 
approved  submissions  is  prepared  for  consideration  of  Treasury  Board  and  the  Cabinet 
Committee  on  Priorities  and  Planning.  Supplementary  Estimates  are  restricted  to  require- 
ments that  have  received  Treasury  Board  and  Cabinet  approval  through  the  Quarterly 
Expenditure  Review. 

Assignment  of  responsibility  for  Program  Forecasts 

3.32  The  Program  Forecast  and  Estimates  Manual  states  that  Program  Forecast 
submissions  should  be  put  together  from  the  "top  down"  rather  than  from  the  "bottom 
up".  In  the  "top  down"  approach,  Program  Forecasts  are  prepared  centrally  by  senior 
departmental  management  with  other  levels  providing  planning  information  through  con- 
tinuous dialogue  within  headquarters  and  between  headquarters  and  regions.  The  "top 
down"  approach  unifies  planning,  while  still  providing  for  that  vital  input  by  lower-level 
managers  which  is  necessary  to  ensure  that  major  evolving  issues  are  considered  in  the 
Program  Forecasts  and  that  managers  will  feel  a  commitment  towards  the  resulting  budget. 

3.33  The  "bottom  up"  approach  involves  combining  individual  forecasts  prepared 
at  the  various  levels  within  the  organizational  hierarchy.  Its  use  by  many  departments  has  a 
number  of  implications,  such  as:  extemely  lengthy  Program  Forecasts  and  excessive  detail 
as  compared  to  laid-down  requirements;  wasted  time  of  lower-level  managers;  and  frustra- 
tion on  the  part  of  these  managers  over  seemingly  arbitrary  budget  changes  made  subse- 
quently. This  is  made  worse  where  departments,  as  noted  previously,  ask  managers  to 
prepare  Program  Forecasts  with  little  or  no  communication  of  priorities  or  guidance. 
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3.34  The  detailed  forecasts,  prepared  by  lower-level  managers  approximately  15 
months  before  the  New  Year,  often  form  the  basis  for  the  detailed  operating  budgets 
against  which  performance  is  eventually  measured.  These  detailed  budgets  should  be 
prepared  later  when  program  issues  are  settled,  price  changes  known  and  the  results  of  the 
Current  Year's  operations  at  least  partially  available. 

3.35  One  reason  for  the  common  use  of  the  "bottom-up"  approach  is  the  per- 
ceived continuity  between  the  Program  Forecast  and  Main  Estimates  submissions.  Budget 
levels  set  by  Treasury  Board  based  on  Program  Forecast  review  are  thought  to  be  effective 
expenditure  ceilings  for  the  preparation  of  Main  Estimates.  Although  one  stated  purpose  of 
the  Main  Estimates  is  to  demonstrate  that  a  detailed  costing  of  resource  requirements  has 
been  carried  out,  in  practice  this  is  done  at  the  Program  Forecast  stage. 

3.36  Senior  management  of  departments  and  agencies  should  prepare  Program 
Forecasts  centrally  with  other  levels  of  management  providing  information  for  planning, 
primarily  through  continuous  dialogue  with  headquarters. 

Content  of  Program  Forecasts  submissions 

3.37  The  defined  procedures  for  preparing  Program  Forecasts  give  rise  to  detailed 
information  not  required  by  the  Treasury  Board  Secretariat  in  allocating  most  resources. 
Conversely,  Program  Forecasts  often  lack  information  necessary  for  Treasury  Board  pur- 
poses and  it  must  be  obtained  by  direct  inquiry.  In  particular,  the  objectives  and  costs  of 
activities  are  often  ill-defined,  resulting  in  poorly-supported  requests  for  resources. 

3.38  Unnecessary  detail  now  included  in  Program  Forecasts  could  be  eliminated 
by  recognizing  the  fundamentally  different  nature  of  the  various  departments  and  agencies 
and  by  considering  further  the  information  truly  required  at  the  Program  Forecast  stage.  A 
suitable  degree  of  accuracy  could  be  obtained  through  centrally  prepared  forecasts  for 
certain  relatively  static  and  predictable  programs.  Additional  information  may  be  required 
for  programs  of  a  more  fluid,  volatile  nature,  but  some  types  of  information  now  required 
do  not  appear  essential  for  any  programs.  For  example,  the  breakdown  of  expenditures  for 
some  standard  objects  is  prepared  by  some  departments  by  simply  pro-rating  the  New 
Year's  forecast  on  the  basis  of  the  Current  Year's  objects.  As  a  result  the  inclusion  of  this 
information  could  be  misleading.  Furthermore  not  all  standard  objects  are  required  for 
review. 

3.39  Detailed  Program  Forecast  information  requirements  could  be  specified  for 
each  program.  A  reduction  in  detailed  information  requirements  would  tend  to  encourage 
departments  to  use  the  "top-down"  approach.  However,  this  will  not  be  achieved  without  a 
more  flexible  attitude  to  changes  between  Program  Forecasts  and  Main  Estimates. 
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3.40  Program  Forecast  information  requirements  should  be  studied  to  make  certain 
that  they  contain  only  essential  detail  and  specify  requirements  which  recognize  the  fundamen- 
tally different  natures  of  the  various  departments  and  agencies  and  the  diversified  programs 
they  administer. 

Evaluation  of  continuing  programs 

3.41  As  discussed  previously,  the  A  Budget  element  of  the  Program  Forecast, 
except  for  the  capital  and  grants  and  contributions  portion,  is  prepared  on  an  incremental 
basis.  As  a  result,  the  major  portions  of  continuing  programs  are  not  automatically  sub- 
jected to  a  regular  program  review  by  departments,  by  Treasury  Board,  or  by  Cabinet, 
although  there  is  some  evidence  that  departments  may  perform  reviews  of  programs  as  a 
means  of  freeing  resources  for  higher  priority  items.  Departmental,  Treasury  Board  and 
Cabinet  officials  are  not  adequately  aware  of  the  detailed  activities,  costs  and  results  of 
programs.  Each  year,  review  of  the  B  Budget  gets  most  attention,  but  specific  items  in  the  A 
Budget  are  identifiable  only  with  the  greatest  of  difficulty. 

3.42  The  Treasury  Board  often  gives  departments  approval  for  B  Budget  items  but 
does  not  approve  additional  funds  for  them.  The  Board  advises  departments  to  eliminate  or 
to  reduce  a  lower-priority  activity  in  favour  of  a  new  one.  This  practice  causes  some  review 
of  continuing  activities,  but  it  does  not  appropriately  consider  the  possibility  that  other 
departments  and  programs  may  contain  still  lower-priority  items  which  ought  to  be 
discontinued. 

3.43  Continuing  programs  and  policies  require  improved  evaluation  to  weed  out 
the  redundant,  to  improve  the  faulty  and  to  ensure  that  they  appropriately  reflect  the 
government's  changing  priorities.  This  involves  a  review  of  the  basis  for  and  the  operation 
of  the  detailed  activities,  sub-activities,  projects  and  processes  carried  on  within  programs 
and  an  assessment  of  the  results  attained  relative  to  costs  incurred. 

3.44  Plans  call  for  evaluation  studies  at  Cabinet  initiative  in  response  to  perceived 
problems  or  issues,  or  by  Cabinet  selection  from  a  list  assembled  annually  by  the  Privy 
Council  Office  and  the  Treasury  Board  Secretariat.  This  approach,  which  plans  to  include 
approximately  five  to  10  studies  annually,  focuses  the  analytical  capabilities  of  departments 
and  central  agencies  on  areas  identified  by  Cabinet  as  of  particular  concern.  It  appears  that 
Cabinet  evaluation  studies  will  tend  to  concentrate  on  policy  issues  rather  than  on  the 
detailed  aspects  of  the  implementation  of  policies  and  will  be  limited  to  programs  of  a 
relatively  high  policy  significance. 

3.45  In  addition  to  the  Cabinet  evaluation  studies,  departments  should  justify,  on 
a  cyclical  basis,  all  continuing  programs  and  activities.  This  review,  however,  calls  for  much 
improved  information  on  the  various  activities,  their  costs,  and  their  results  before  a 
comprehensive  zero-based  review  would  be  possible  to  identify  marginal  activities  which 
normally  would  escape  scrutiny  in  the  type  of  review  called  for  in  the  Cabinet  studies. 
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3.46  All  programs  should  be  reviewed  in  detail  on  a  cyclical  basis.  Reviews  should  be 
conducted  by  departments,  with  appropriate  central  agency  participation  to  provide  an  ade- 
quate basis  for  them  to  perform  their  resource  allocating  and  budget  monitoring 
responsibilities. 

Review  of  personnel  requirements 

3.47  It  appears  that  many  departments  prepare  Program  Forecasts  without  any 
realistic  assessment  of  the  chances  of  filling  new  and  vacant  positions.  Program  Forecasts 
assume  that  the  persons  with  the  required  skills  will  be  available  at  established  salary  levels 
to  fill  the  new  positions.  Experience  shows  this  assumption  to  be  faulty,  and  instead 
departments  have  funds  available  for  other  purposes,  reducing  the  need  for  them  to  exercise 
close  budgetary  control.  Personnel  implications  of  departmental  requests  do  not  go  to  the 
Treasury  Board's  Personnel  Policy  Branch  and  the  Public  Service  Commission  until  after 
budget  levels  have  been  established  by  the  Cabinet.  This  denies  them,  and  the  personnel 
staff  of  departments,  an  opportunity  to  advise  on  unrealistic  proposals.  Procurement  of 
personnel  with  the  required  skills  at  the  required  time  is  a  significant  factor  in  the  success  of 
most  programs.  It  is  critical  to  determine  whether  the  required  people  are  likely  to  be 
available  before  approving  departmental  spending  forecasts.  The  recruiting  function  ur- 
gently needs  as  much  lead  time  as  possible.  Before  Treasury  Board  approves  budgetary 
levels,  department  personnel  divisions  should  review  inputs  to  Program  Forecasts,  and  the 
Personnel  Policy  Branch  and  the  Public  Service  Commission  should  also  review  their 
personnel  implications. 

3.48  Departmental  personnel  divisions  should  participate  in  the  review  of  Program 
Forecasts.  In  addition,  the  Personnel  Policy  Branch  of  the  Treasury  Board  Secretariat  and  the 
Public  Service  Commission  should  be  consulted  on  the  personnel  implications  of  Program 
Forecasts  before  Treasury  Board  approval  of  budget  levels. 

Quality  of  information  in  submissions 

3.49  The  Program  Forecast  and  Estimates  submissions  suffer  as  a  result  of  inade- 
quate data.  There  are  several  major  deficiencies. 

3.50  Departments  have  defined  program  objectives  and  have  identified  activities 
within  each  program  to  meet  the  requirement  to  include  them  in  Estimates  submitted  to 
Parliament.  However,  few  departments  can  relate  their  costs  or  results  to  such  objectives 
and  activities  in  an  accurate  or  useful  manner. 

3.51  Although  the  Treasury  Board's  Program  Branch  does  suggest  improvements 
in  the  presentation  of  departmental  programs  and  activities  from  time  to  time,  their  devel- 
opment requires  an  intimate  knowledge  of  a  department's  work  and  a  thorough  under- 
standing of  accounting  and  program  budgeting  practices.  It  would  appear  that  Program 
Branch  staff  lacks  the  time  and  training  to  insist  that  departments  develop  proper  cost- 
classification  systems,  and  that  departments  may  not  be  unhappy  with  a  situation  which 
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gives  them  the  funds  they  need  with  minimal  disclosure  of  the  purposes  for  which  they  are 
to  be  used. 

3.52  Program  Forecasts  are  usually  based  on  organizational  costs  or  are  prepared 
in  such  an  approximate  fashion  that  detailed  assessment  of  costs  in  relation  to  operational 
results  is  rendered  extremely  difficult.  Thus,  there  is  little  basis  for  questioning  the  efficiency 
or  effectiveness  of  what  is  being  done  within  each  organizational  unit. 

3.53  Operational  Performance  Measurement  Systems  (OPMS)  described  in  the 
next  chapter,  are  being  developed  by  the  Treasury  Board  Planning  Branch  to  remedy  this 
deficiency.  OPMS  has  been  implemented  in  a  number  of  programs  with  varying  degrees  of 
success.  Information  from  applications  of  OPMS  was  provided  in  1974-75  Program  Fore- 
casts in  connection  with  approximately  45%  of  the  total  authorized  man-years.  However,  in 
accepting  such  data,  Treasury  Board  has  not  emphasized  sufficiently  the  need  for  accuracy 
and  validity.  Nevertheless,  performance  measurement  systems  will  unquestionably  be  use- 
ful for  purposes  of  resource  allocation. 

3.54  There  are  inadequacies  in  the  other  data  submitted  in  Program  Forecast  and 
Estimates  submissions.  With  the  exception  of  major  expenditures  on  capital  and  on  grants 
and  contributions,  all  A  Budgets  included  in  the  Program  Forecasts  use  the  Current  Year 
Main  Estimates  as  the  starting  point  with  a  number  of  factors  added  on  to  arrive  at  the 
New  Year  budget.  Departments  are  not  required  to  justify  the  continuing  content  of  A 
Budgets,  and  in  fact,  very  few  programs  have  information  available  which  would  permit 
such  justifications.  There  is  little  systematic  analysis  by  the  Treasury  Board  Secretariat  of 
continuing  activities,  a  basic  assumption  appearing  to  be  that  funds  once  granted  are 
available  to  program  management  to  reallocate  as  priorities  dictate. 

3.55  Treasury  Board  has  a  major  role  in  resource  allocation,  but  as  outlined  in  the 
next  chapter,  it  has  no  means  of  effectively  checking  program  expenditures  and  results  to 
ensure  that  funds  are  spent  in  general  accordance  with  the  plans  for  which  they  were 
granted.  Actual  expenditures  are  not  reported  or  analysed  on  a  detailed  basis  to  determine 
the  implications,  if  any,  for  future  resource  allocation. 

3.56  Program  forecasts  are  submitted  to  Treasury  Board  at  the  end  of  March  for 
the  year  beginning  12  months  later.  To  meet  this  deadline,  many  departments  start  Pro- 
gram Forecast  preparation  approximately  15  months  before  the  New  Year.  Because  of  this 
timing,  the  latest  full-year  actual  information  available  is  for  the  third  year  preceding  the 
New  Year.  Program  Forecasts  thus  tend  to  ignore  the  correcting  effects  of  actual  experience 
in  the  Past  Year.  Program  Forecasts,  when  submitted,  present  Past  Year  expenditures 
which  are  usually  based  on  actual  figures  to  December  3  1  plus  a  projection  of  expenditures 
to  the  end  of  the  fiscal  year.  Departments  traditionally  tend  to  overstate  the  projected 
expenditures  for  the  last  three  months  of  the  year,  often  because  of  unfounded  optimism 
that  programs  will  go  according  to  plan  and  because  of  reluctance  to  present  projected 
lapses  to  the  Treasury  Board  Secretariat  due  to  a  possible  downward  effect  on  New  Year 
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appropriations.  There  appears  to  be  little  organized  follow-up  by  the  Treasury  Board 
Secretariat  to  ensure  the  integrity  of  the  Past  Year  expenditure  projections  supplied  by 
departments.  Since  data  on  current  expenditures  are  incomplete  and  expenditure  projec- 
tions are  of  questionable  reliability,  the  Secretariat  lacks  adequate  comparative  information 
on  which  to  make  resource  allocation  decisions. 

3.57  Requiring  departments  to  project  in  Program  Forecast  the  two  years  follow- 
ing the  New  Year  is  of  questionable  benefit  since  the  majority  make  no  serious  attempt  to 
prepare  accurate  forecasts.  Projections  appear  to  be  prepared  on  an  arbitrary,  perfunctory 
basis  and  tend  to  understate  the  increases  which  may  be  required.  There  is  no  effective 
follow-up  by  the  Treasury  Board  Secretariat  to  verify  or  monitor  the  accuracy  of  the 
forecasts  and  these  are  virtually  ignored  as  a  planning  tool.  More  conscientious  follow-up  of 
forecasts  by  the  Treasury  Board  Secretariat  for  the  two  years  following  the  New  Year  would 
encourage  departments  to  place  more  emphasis  on  the  long-range  planning  function.  This 
follow-up  is  essential  if  future  year  expenditure  implications  are  to  be  adequately  recog- 
nized before  the  government  is  committed  to  a  new  program. 

3.58  The  Program  Forecast  and  Estimates  Manual  states  that  the  lack  of  a 
deduction  from  expenditure  budgets  for  productivity  increases  should  compensate  for  the 
lack  of  provision  in  budgets  for  general  price  and  wage  increases.  Because  of  high  rates  of 
inflation  in  the  past  few  years,  this  policy  represents  a  significant  and  arbitrary  reduction  in 
the  budgets  of  all  programs  and  thus  ignores  basic  differences  in  the  amounts  of  leeway  in 
budgets  of  various  programs,  the  varying  natures  of  programs,  the  varying  effects  of  infla- 
tion, and  the  available  scope  for  productivity  increases.  This  approach  appears  to  encourage 
program  managers  to  overstate  other  budget  requirements  in  order  to  obtain  excess  funds 
to  cover  inflation.  It  is  also  more  difficult  to  absorb  by  better  managed  programs  since  they 
have  less  opportunities  for  productivity  improvement. 

3.59  It  is  appreciated  that  considerations  not  related  to  the  resource  allocation 
process  dictate  a  conservative  approach  to  forecasting  the  impact  of  inflation  on  wage  rates. 
In  addition,  the  Treasury  Board  contingencies  vote  is  available  to  departments  to  meet 
shortages  resulting  from  salary  revisions  in  excess  of  those  built  into  Program  Forecasts  and 
Main  Estimates. 

3.60  Departments  may  reflect  announced  price  increases  in  Program  Forecasts 
and  Main  Estimates.  However,  since  departments  make  their  own  calculations,  budgetary 
submissions  incorporate  different  percentage  increases  for  similar  types  of  purchases.  The 
Program  Branch  examines  departmental  support  for  the  various  percentages,  but  depart- 
ments often  lack  the  time,  expertise  or  reliable  historical  data  to  calculate  accurately  the 
increases  for  individual  types  of  expenditure.  Research  into  announced  price  increases 
should  be  performed  centrally,  and  departments  should  be  advised  of  percentages  to  be 
incorporated  in  Program  Forecasts  and  Main  Estimates. 
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3.61  For  a  number  of  departments,  year-to-year  fluctuations  in  inventory  levels 
could  substantially  affect  the  appropriations  for  any  one  year.  Such  fluctuations  do  not 
normally  come  to  the  attention  of  the  Program  Branch  during  the  resource  allocation 
process,  because  the  detail  to  support  Program  Forecast  and  Estimates  submissions  does  not 
require  inventories  to  be  disclosed  separately. 

3.62  Some  changes  appear  to  be  appropriate  in  one  other  area.  In  the  last  five 
years  large  numbers  of  capital  projects  have  exceeded  the  original  appropriations  by 
amounts  well  in  excess  of  those  due  to  inflation.  Once  a  project  begins  the  government  has  a 
definite  commitment  to  complete  it,  usually  without  regard  to  the  eventual  cost.  The  capital 
part  of  the  Estimates  represents  a  significant  portion  of  total  expenditures.  It  is  therefore 
critical  that  realistic  cost  estimates  be  available  during  the  resource  allocation  process  to 
ensure  that  funds  are  allocated  on  the  most  desirable  basis.  Some  projects  might  not  have 
been  started  if  the  actual  costs  had  been  known  during  the  approval  process. 

3.63  All  these  deficiencies  indicate  a  need  to  improve  the  quality  of  data  used  in 
the  resource  allocation  process.  The  Treasury  Board  Secretariat  has  not  given  these  matters 
the  attention  they  deserve.  If  effective  action  is  to  be  taken  some  new  thrust  must  be 
developed  and  sustained. 

3.64  Action  needs  to  be  taken  to  improve  the  quality  of  the  data  contained  in 
Program  Forecast  and  Estimates  submissions  by: 

reassessing  the  suitability  of  the  present  structure  of  departmental  programs  and 
activities; 

-  promoting  the  use  of  procedures  to  extend  the  capability  of  financial  systems  to  measure 
performance; 

reviewing  in  greater  detail  data  submitted  by  departments; 

-  following  up  on  actual  expenditures  as  a  means  of  assessing  the  quality  of  budgetary 
data; 

establishing  centrally  the  basis  of  amounts  included  to  cover  inflation; 

reviewing  the  effect  of  changes  in  inventory  levels;  and 

-  following  up  on  future-year  projections  included  in  Program  Forecasts. 
Communication  of  procedures  and  decisions 

3.65  The  Program  Forecast  and  Estimates  Manual,  the  Budgetary  Circulars,  the 
Planning  Programming  Budgeting  Guide,  and  the  Operational  Performance  Measurement 
Systems  Manual,  all  prepared  and  circulated  by  the  Treasury  Board  Secretariat,  contain 
instructions  on  the  preparation  of  Program  Forecasts.  The  Treasury  Board  Guide  on  Finan- 
cial Administration  also  gives  guidance  on  various  aspects  of  the  budgetary  process.  The 
Treasury  Board  Submissions  Manual  covers  the  general  nature  and  format  of  submissions 
to  the  Treasury  Board  Secretariat.  Within  many  departments,  these  manuals  and  other 


57 


instructions  are  replaced  by  departmental  budgeting  manuals  which  vary  considerably  in 
quality. 

3.66  The  documents  which  communicate  the  budgetary  process  to  departments 
present  a  fragmented  picture  of  the  various  rules  and  philosophies.  The  Program  Forecast 
and  Estimates  Manual  states  that  the  principles  of  the  budgetary  system  to  which  the 
Program  Forecast  and  Estimates  submissions  relate  are  described  in  the  Treasury  Board 
Planning  Programming  Budgeting  (PPB)  Guide.  The  PPB  Guide,  originally  printed  in 
1969,  has  not  been  brought  up  to  date  since  and  is  now  out  of  print  with  no  decision  on 
whether  to  reprint  it.  Four  separate  budget  circulars  contain  detailed  budgetary  procedures 
dealing  with  specific  topics  such  as  capital  expenditures.  The  Treasury  Board  Guide  on 
Financial  Administration  contains  useful  information,  not  included  in  the  Program  Forecast 
and  Estimates  Manual,  concerning  the  methodology  for  the  preparation  of  budgets.  In 
addition,  the  Operational  Performance  Measurement  System  Manual  contains  details  of  the 
role  of  OPMS  in  resource  allocation.  The  overlapping  and  interrelationships  between  these 
various  documents  have  caused  confusion  within  departments. 

3.67  To  clarify  the  system  and  procedures,  appropriate  sections  of  the  current 
manuals  should  be  combined  in  a  comprehensive  resource  allocation  manual.  The  compre- 
hensive manual  should  include  the  present  Program  Forecast  and  Estimates  Manual,  the 
contents  of  the  four  budget  circulars,  and  an  up-to-date  version  of  the  conceptual  material 
contained  in  the  PPB  Guide  and  in  the  other  specialized  guides  and  manuals. 

3.68  The  Treasury  Board  Submissions  Manual  discusses  the  general  nature  and 
format  of  the  various  types  of  submissions  to  Treasury  Board,  other  than  the  Program 
Forecasts,  Main  Estimates  and  Supplementary  Estimates.  Many  of  the  submissions  involve 
substantial  amounts  of  resources  and  must  be  processed  by  the  Secretariat  or  the  Cabinet, 
or  both  of  them,  with  considerable  haste.  It  is  therefore  critical  that  submissions  be  properly 
presented  and  contain  sufficient  information  to  permit  timely  decisions.  The  Submissions 
Manual  is  badly  out  of  date.  References  to  such  items  as  the  Comptroller  of  the  Treasury,  a 
function  discontinued  in  1969,  tend  to  reduce  its  credibility  and  usefulness  and  may  have  a 
detrimental  effect  on  departmental  attitudes  to  submissions.  An  updated  version  of  the 
Manual  has  been  in  draft  form  for  approximately  two  years.  Every  effort  should  be  made  to 
issue  it  as  soon  as  possible. 

3.69  Letters  to  departments  in  August  informing  them  of  the  budgetary  levels 
established  by  Cabinet  contain  only  the  approved  levels  and  do  not  attempt  to  explain  the 
differences  between  the  resources  requested  and  those  authorized.  Departments  may  ask 
program  analysts  for  details  of  the  areas  within  programs  in  which  requested  resources  have 
been  refused.  The  Treasury  Board  Secretariat  does  not  comment  in  writing  concerning  the 
nature  and  quality  of  the  information  contained  in  Program  Forecasts  nor  does  it  offer 
suggestions  for  eliminating  the  deficiencies  in  future  years. 

3.70  The  quality  of  the  information  and  the  presentation  of  Program  Forecasts 
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varies  from  department  to  department.  Deficiencies  tend  to  appear  year  after  year  in  the 
submissions  for  particular  programs  and  any  improvements  are  usually  initiated  by  depart- 
mental staff.  The  Program  Branch  is  obviously  in  a  unique  position  to  evaluate  the  quality 
of  the  Program  Forecasts.  Indeed,  it  has  a  vested  interest  in  attempting  to  improve  the 
quality  of  submissions,  the  adequacy  of  defined  activities,  the  provision  of  OPMS  informa- 
tion and  the  department's  general  approach  to  budget  preparation. 

3.71  A  comprehensive  resource  allocation  manual  should  be  prepared  containing  a 
consolidated,  updated  version  of  appropriate  sections  of  Treasury  Board  manuals,  guides  and 
circulars  which  deal  with  the  resource  allocation  process.  These  should  be  supplemented  by 
annual  letters  to  each  department  suggesting  improvements  in  the  quality,  content  and  presen- 
tation of  the  past  year's  submissions.  Departments  should  formally  reply  stating  plans  for 
improvement. 

Program  analysts 

3.72  At  present,  there  is  significant  turnover  among  program  analysts  within  the 
Program  Branch  of  the  Treasury  Board  Secretariat.  The  Branch's  approximately  45  pro- 
gram analysts  have  average  experience  of  roughly  25  months.  If  the  six  longest-service 
analysts  are  disregarded,  the  average  drops  to  1 8  months,  which  therefore  includes  only  one 
complete  budgetary  cycle. 

3.73  The  present  high  turnover  of  program  analysts  apparently  results  from  a 
number  of  factors.  One  is  the  change  in  approach  from  the  pre-Glassco  period  when  persons 
were  introduced  into  the  Program  Branch  at  a  more  junior  level  and  were  encouraged  to 
develop  medium  to  long-term  specialized  careers  within  it.  Now  individuals  of  demon- 
strated ability  are  engaged  by  the  Secretariat,  usually  for  an  agreed  period  of  three  years, 
recognizing  that  they  will  eventually  move  to  operating  departments.  Unfortunately  many 
program  analysts  are  leaving  the  Board  before  this  period  has  ended. 

3.74  The  turnover  rate  creates  a  significant  problem.  Resource  allocation  is  a 
complex  and  important  facet  of  governmental  financial  administration.  Because  of  this 
complexity  and  their  own  lack  of  familiarity  with  the  departments  being  analysed,  program 
analysts  cannot  be  fully  effective  in  their  first  budgetary  cycle  within  the  Program  Branch. 
Program  Branch  group  chiefs  and  directors  provide  some  safeguards,  but  many  group  chiefs 
have  not  had  experience  as  program  analysts.  During  their  second  and  third  budget  cycles 
effectiveness  of  analysts  generally  improves  significantly. 

3.75  The  Treasury  Board  Secretariat  should  study  the  reasons  for  the  high  rate  of 
turnover  of  program  analysts  and  take  steps  to  remedy  the  problem. 

Documentation  of  procedures 

3.76  The  effect  of  the  staff  turnover  has  been  made  worse  by  a  lack  of  adequate 
initial  training  and  of  standard  procedures  with  regard  to  methods  of  assessing  submissions. 
The  Program  Branch  now  is  developing  a  more  comprehensive  training  program  for  new 
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program  analysts.  The  nature  of  the  review  task  and  the  wide  variety  of  departments  call  for 
considerable  flexibility  yet  standard  operational  check  lists  are  needed  to  ensure  reasonable 
uniform  quality  and  approach.  In  addition,  defined  standards  for  documentation  of  proce- 
dures and  the  basis  of  decisions  would  help  new  analysts  adapt  more  quickly  to  their  duties. 

3.77  The  Program  Branch  ought  to  develop  standard  internal  checklists,  question- 
naires and  methods  for  documentation  of  decisions. 

Training  in  procedures 

3.78  People  involved  in  resource  allocation  within  departments  now  are  not 
required  to  participate  in  any  training  programs.  Aspects  of  the  process  are  included  in 
various  general  courses  offered  by  the  Public  Service  Commission  and  in  departmental 
training  sessions.  However,  many  involved  in  the  process  receive  no  formal  training  on 
either  concepts  or  detailed  procedures.  For  example,  Treasury  Board  analysts  rarely  attend 
such  courses. 

3.79  No  training  course  is  available  centrally  covering  the  resource  allocation 
process  in  depth.  Such  a  course  should  be  developed  and  should  be  compulsory  for  those 
primarily  concerned  with  the  budgetary  function  in  each  department  and  central  agency. 
People  attending  this  course  should  be  responsible  for  training  any  others  within  their 
departments  who  are  involved  in  the  process  to  any  significant  degree.  There  appears  now 
to  be  widespread  misunderstanding  of  some  of  the  basic  principles  of  the  resource  alloca- 
tion process,  and  a  well-prepared,  intensive  course  could  be  instrumental  in  significantly 
improving  departmental  contributions. 

3.80  A  n  intensive  training  course  covering  all  appropriate  sections  of  the  resource 
allocation  process  should  be  developed  and  made  compulsory  for  all  officials  primarily  involved 
with  the  planning  and  budgeting  functions  in  each  department  and  agency. 

NON-TAX  REVENUES 

3.81  Where  applicable,  Program  Forecast  submissions  contain  a  revenue  sum- 
mary, for  each  program  and  for  each  activity  listing  under  separate  headings  revenues 
credited  to  the  vote  and  revenues  credited  to  the  Consolidated  Revenue  Fund.  Within 
these,  major  revenue  sources  are  disclosed.  Forecasts  of  revenue  from  taxation  are  made 
separately  by  the  Department  of  Finance. 

3.82  Treasury  Board  issued  in  1966  a  Management  Improvement  Policy  circular 
stressing  responsibility  of  departments  for  revenue  from  services  to  the  public  and  providing 
a  brief  description  of  the  criteria  for  determining  charges.  Changes  in  the  Financial  Admin- 
istration Act  in  1969  empowered  the  Governor  in  Council  to  prescribe  fees  or  charges  for 
services  on  the  recommendation  of  Treasury  Board  and  to  delegate  that  authority  to  the 
appropriate  Minister.  Since  1969  many  departments  sought  to  introduce  or  increase  fees 
and  charges  for  services  to  the  public  and  a  substantial  number  were  deferred  for  a  variety 
of  reasons. 


60 


3.83  Government  actions  to  facilitate  the  review  and  revision  of  revenue  rates 
have  not  been  fully  effective  because  departments  refer  to  their  previous  experience  as  a 
justification  for  failing  to  conduct  regular  reviews  to  see  whether  increases  or  reductions  are 
justified. 

3.84  The  public  receives  numerous  services  for  which  charges  are  made  or  for 
which  it  may  be  appropriate  to  recover  part  or  all  of  the  costs.  Departments  collected  non- 
tax revenues  in  the  order  of  $300  million  in  the  1974-75  fiscal  year,  which  is  derived  from 
postal  services,  licences,  permits,  privileges  and  other  services.  Substantial  amounts  are 
involved  and  the  potential  for  further  revenues  fairly  chargeable  to  the  recipients  of  specific 
services  may  be  significant. 

3.85  Primary  responsibility  for  assessing  revenue  policies  and  identifying  any  need 
for  changes  lies  at  the  departmental  level.  The  Financial  Administration  Act  permits  but 
does  not  require  a  Treasury  Board  review  of  these  policies  on  a  regular  basis.  Revenue 
estimates  are  included  in  annual  Program  Forecast  submissions  to  Treasury  Board,  but 
there  is  no  review  of  the  policies  giving  rise  to  these  revenues. 

3.86  Departments  should  be  required  to  assess  services  to  the  public  annually  within 
guidelines  given  to  them  by  Treasury  Board  and  to  submit  recommendations  for  continuing 
revenue  policies  or  for  increasing  or  reducing  fees  charged  because  of  changes  in  the  services 
offered  or  in  the  cost  of  providing  them.  Treasury  Board  should  in  turn  be  required  to  submit 
annual  recommendations  on  revenue  policies  to  the  Governor  in  Council  for  consideration 
lender  the  provisions  of  Section  13  of  the  Financial  Administration  Act. 
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IV  BUDGETARY  CONTROL 

4.1  Budgetary  control  can  take  a  variety  of  forms.  The  simplest  and  most  basic  is 
to  record  expenditures  in  relation  to  approved  appropriations  and  allotments  to  ensure  that 
they  are  not  exceeded.  This  form,  for  which  there  is  a  statutory  requirement,  is  designed 
only  to  ensure  that  expenditure  limits  are  respected.  It  makes  no  provision  for  ensuring  that 
desired  results  are  obtained. 

4.2  A  more  effective  approach  compares  actual  expenditures  to  a  predetermined 
plan  so  departures  may  be  spotted  for  investigation.  This  is  achieved  through  a  system  of 
financial  reporting  that  compares  actual  expenditures  with  planned  expenditures,  with 
variances  being  explained  on  an  exception  basis.  Such  systems  are  more  useful  if  they 
include  data  on  planned  and  actual  operational  results  to  which  expenditures  may  be 
related. 

4.3  Budgetary  control  systems  are  essential  for  departmental  management.  The 
government  as  a  whole  also  needs  some  means  of  assurance  that  spending  limits  are 
respected  and  that  resources  allocated  are  attaining  the  desired  results.  This  can  be 
achieved  in  two  ways:  first,  by  ensuring  that  departmental  systems  are  adequate  for  this 
purpose;  and  second,  by  monitoring  the  information  provided  by  such  systems  to  ensure 
that  its  significance  is  fully  appreciated  and  is  reported  to  those  responsible  for  taking 
corrective  action. 

4.4  These  subjects  are  discussed  under  the  following  headings: 

-  Cash  control  systems 

Control  through  periodic  financial  reporting 

-  Central  budgetary  control 
CASH  CONTROL  SYSTEMS 

4.5  The  Financial  Administration  Act  requires  departments  to  maintain  various 
records  for  budgetary  control  and  reporting  purposes.  These  include  appropriation,  allot- 
ment and  commitment  records. 

4.6  The  requirement  for  appropriation  control  begins  as  soon  as  the  authority  for 
expenditures  is  released  to  departments.  Section  21  requires  departments  to  maintain  cash 
control  records  to  ensure  that  payments  do  not  exceed  approved  appropriation  levels.  This 
is  further  reinforced  by  Section  26(3),  which  requires  a  person  approving  an  account  for 
payment  to  ensure  that  it  will  not  result  in  expenditures  exceeding  appropriation  levels  or  in 
balances  insufficient  to  honour  outstanding  commitments. 

4.7  Section  24  requires  appropriations  to  be  divided  into  such  allotments  as 
Treasury  Board  may  require  and  departments  to  maintain  records  and  control  systems  to 
ensure  that  these  are  not  exceeded. 
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4.8  Departments  are  also  required  to  maintain  a  record  of  undischarged  commit- 
ments. Section  25  requires  that  commitment  records  be  maintained  in  order  to  have  an 
accurate  record  of  free  balances  available  for  additional  commitments. 

4.9  In  addition  to  the  requirements  of  the  Act,  the  Treasury  Board  Guide  on 
Financial  Administration  contains  three  directives  which  state: 

"Control  accounts  shall  be  maintained,  on  behalf  of  the  deputy  head,  by  financial  officers  or 
by  other  officers  with  payment  authority  for  each  appropriation  and  for  each  allotment 
prescribed  by  Treasury  Board,  whether  departments  are  operating  under  full  or  interim 
supply  appropriations  or  special  Governor  General's  warrants,  so  that  expenditures  in  rela- 
tion to  these  limits  can  be  determined  at  any  time. 

"Where  payment  authority  is  delegated  to  officers  in  decentralized  locations,  allotments  shall 
be  divided  into  sub-allotments  for  each  such  officer,  and  control  accounts  shall  be  maintained 
for  each  sub-allotment  so  that  officers  requisitioning  payments  are  able  to  control  requisitions 
in  relation  to  the  undischarged  commitments  and  free  balances  in  their  sub-allotments. 

"To  comply  with  the  statutory  requirement  to  keep  records  of  commitments  and  to  certify  the 
availability  of  funds  before  entering  into  commitments,  departments  shall: 

"-  for  administration,  operation  and  maintenance  expenditures,  retain  for  each  responsibility 
centre  copies  of  all  documents  recording  undischarged  commitments  and  report  the  total  of 
all  such  items  for  inclusion  in  periodic  budgetary  control  reports;  and 

"-  for  capital,  and  grants  and  contributions  expenditures  and  for  multi-year  expenditures, 
maintain  a  continuing  record  of  individual  commitments  by  fiscal  year." 

These  directives  for  the  most  part  re-emphasize  departmental  control  systems  required  by 
the  Act.  In  addition,  there  are  three  guidelines  which  state: 

"Because  annual  appropriations  are  for  services  coming  in  course  of  payment  during  the  fiscal 
year,  departments  should  ensure  that  payments  are  requisitioned  and  processed  promptly  so 
that  all  accounts  are  paid  in  the  fiscal  year  in  which  goods  or  services  are  supplied  and  in 
which  funds  are  provided. 

"Cash  forecasts  which  recognize  the  impact  of  operational  and  seasonal  factors  on  cash  flow 
should  be  prepared  periodically  in  each  department;  a  simple  extrapolation  of  the  current  or 
prior  year's  disbursements  will  seldom  provide  a  sufficiently  accurate  cash  forecast. 

"Separate  financial  reports,  which  provide  information  on  disbursements,  undischarged 
commitments  and  free  balances  by  appropriation,  allotment  and  sub-allotment,  should  be 
provided  to  financial  officers  and  other  officers  with  payment  authority  to  enable  them  on 
behalf  of  the  deputy  head  to  control  cash  flow  in  relation  to  limits  imposed  by  annual  and 
other  appropriations  and  by  allotment." 


Use  of  allotments 

4.10  Departments  generally  are  maintaining  adequate  records  of  appropriations 

and  allotments.  In  recent  years,  standard  Treasury  Board  allotments  were  established  for 
grants  and  contributions,  salary  adjustment  reserves,  operating  costs,  and  capital  items. 
Commencing  April  1,  1975,  salary  funds  have  been  placed  in  separate  allotments.  There  are 
other  situations  where  separate  allotments  should  be  created.  Examples  were  observed 
where  departments  forecast  expenditures  for  a  specific  purpose  for  the  year  based  on  the 
average  amount  required  over  the  preceding  years.  Where  these  allotments  are  insufficient 
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for  this  purpose,  departments  request  additional  resources  through  Supplementary  Esti- 
mates. Where  the  actual  costs  are  less  than  the  estimates,  they  tend  to  use  the  balance  for 
other  purposes. 

4.11  The  purpose  of  subdividing  appropriations  into  allotments  is  to  ensure  that 
departments  do  not  use  funds  intended  for  a  specific  purpose  for  other  matters.  Too  many 
allotments  within  appropriations  would  be  overly  restrictive  to  departments  in  conducting 
day-to-day  operations.  Nevertheless,  it  would  appear  that  the  statutory  provision  which  is 
available  to  Treasury  Board  is  now  too  little  used  to  guard  against  departments  covering  up 
operating  inefficiencies  by  using  funds  for  different  purposes  than  originally  intended. 

4.12  Treasury  Board  should  give  more  consideration  to  establishing  separate  allot- 
ments where  significant  amounts  of  funds  are  provided  for  purposes  that  are  discretionary  and 
therefore  controllable  by  management. 

Need  for  Commitment  Accounting 

4.13  To  exercise  even  a  minimum  level  of  control,  departments  should  record 
transactions  promptly  in  relation  to  appropriations  and  allotments  to  ensure  they  are  not 
exceeded.  Although  this  provides  little  control  within  the  year  and  does  not  measure 
amounts  spent  in  relation  to  planned  results,  it  ensures  that  ceilings  are  not  exceeded. 

4.14  Cash  forecasting  adds  a  further  degree  of  control  over  appropriations  and 
allotments  by  estimating  excesses  or  lapses  at  the  end  of  the  year.  Essentially,  cash  forecast- 
ing involves  projecting  cash  requirements  based  on  experience  to  date  so  that  comparisons 
can  be  made  with  appropriations  to  determine  whether  a  shortfall  or  overrun  for  the  year  is 
anticipated.  This  can  be  done  by  combining  projections  of  individual  managers  with 
budgetary  responsibility  or  by  analysing  trends  of  the  current  and  prior  year.  It  is  prudent 
for  departments  to  make  both  of  these  projections  so  that  differences  may  be  examined 
further.  This  helps  a  department  to  control  cash  during  the  year,  but  it  provides  no  assur- 
ance that  the  money  is  spent  for  the  purposes  for  which  it  was  appropriated. 

4.15  Departments  can  improve  control  over  appropriations  and  allotments  by 
recording  commitments  and  by  earmarking  funds  to  discharge  them,  thereby  identifying 
free  balances  left  before  entering  into  additional  commitments.  Although  this  procedure 
helps  to  ensure  that  appropriations  and  allotments  are  not  exceeded,  it  provides  neither 
budgetary  control  during  the  year,  nor  assurance  that  the  spending  was  for  the  purposes 
intended. 

4.16  Legally  all  departments  are  required  to  maintain  detailed  commitment 
records  throughout  the  year,  but  many  departments  do  not  feel  that  this  is  necessary  as  they 
have  not  exceeded  their  appropriations  in  the  past  and  are  unlikely  to  do  so  in  future.  Other 
departments  feel  that  other  types  of  controls,  such  as  through  operating  budgets  and 
financial  reports,  make  them  aware  of  any  danger  of  exceeding  appropriations  in  time  to 


65 


take  corrective  action.  Also,  they  feel  that  recording  of  commitments  to  ensure  that  appro- 
priations are  not  exceeded  is  generally  not  required  until  near  the  end  of  the  fiscal  year 
when  departments  may  be  approaching  their  annual  spending  ceilings. 

4.17  Departments  with  appropriate  systems  of  budgetary  control  and  financial  report- 
ing should  be  required  to  record  commitments  only  as  necessary  towards  the  end  of  the  year. 

CONTROL  THROUGH  PERIODIC  FINANCIAL  REPORTING 

4.18  The  Guide  on  Financial  Administration  has  two  important  guidelines  associ- 
ated with  control  of  operating  budgets  and  financial  reporting,  which  state: 

"Each  responsibility  centre  manager  should  control  the  utilization  of  the  resources  in  his 
budget  through  a  system  whereby: 

"-  costs  by  activity  elements  and  reporting  objects  are  budgeted  by  period  in  relation  to  planned 
output; 

"-   actual  costs  and  outputs  are  reported  by  period;  and 

"-   variances  between  budgeted  and  actual  costs  in  relation  to  outputs  are  analysed  with  a  view 
to  corrective  action. 

"Financial  management  reports,  which  periodically  relate  actual  and  planned  costs  to  out- 
puts, should  be  prepared  for  responsibility  centre  managers,  for  their  supervisors  and  for  staff 
advisers  responsible  for  activities  to  provide  them  with  the  information  required  to  control 
costs  in  relation  to  outputs." 

These  emphasize  the  need  for  the  budgeting  by  results  anticipated  from  each  organizational 
unit  with  these  being  forecast  in  turn  by  reporting  periods.  Prompt  reporting  of  actual  costs 
and  results  by  the  same  time  periods  permits  variances  to  be  analysed  with  a  view  to 
corrective  action. 

4.19  Activity  structures  of  most  departments  are  not  well  defined  for  purposes  of 
budgetary  control  and  financial  reporting.  In  many,  activities  are  defined  so  that  they 
represent  the  costs  of  organizational  units  within  the  department.  In  others,  headings  are 
used  to  indicate  the  purpose  or  nature  of  the  operations  being  provided  for,  but  the 
amounts  are  only  broad  approximations  of  costs.  Most  departments  do  not  appear  to  have 
made  much  effort  to  determine  the  costs  of  the  various  services  or  products  for  which  they 
are  responsible.  Where  individual  operations,  services  or  projects  are  planned  and  costed 
for  managerial  purposes,  often  the  information  does  not  become  an  integral  part  of  the 
budgetary  control  and  financial  reporting  system  of  the  department. 

4.20  It  is  possible  to  have  a  good  system  of  budgetary  control  and  financial 
reporting  on  a  variance  basis  only  when  the  basic  building  blocks  of  the  budget  are 
identified  properly  and  costs  and  results  are  accumulated  so  as  to  disclose  the  relationship 
between  money  expended  and  value  produced.  If  cost  elements  are  properly  identified,  data 
can  be  accumulated  to  justify  organizational  budgets  and  to  provide  a  useful  basis  for 
compiling  costs  in  a  significant  manner.  Costs  are  particularly  useful  when  the  same  process 
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is  carried  on  in  a  number  of  organizational  units  as  it  permits  the  performance  of  responsi- 
bility centres  to  be  compared. 

4.21  If  an  employee  is  involved  in  more  than  one  activity,  it  is  necessary  to  have 
some  means  of  accurately  estimating  time  spent  on  each  so  as  to  distribute  costs  correctly. 
Without  accurate  analysis  of  such  costs,  comparisons  and  aggregations  of  cost  data  become 
meaningless  where  labour  is  a  significant  cost  component. 

Budgetary  Data  Used 

4.22  Most  departmental  budgetary  control  and  financial  reporting  systems  are 
unsatisfactory  because  detailed  operating  budgets  prepared  by  many  departments  are 
frequently  unrealistic.  Many  departments  prepare  operating  budgets  as  part  of  the  Program 
Forecast  or  Main  Estimates  processes,  each  of  which  is  too  far  in  advance  of  the  beginning 
of  the  fiscal  year  to  provide  a  good  basis  for  subsequent  control.  Many  managers  begin  the 
fiscal  year  with  detailed  budgets  based  on  totals  either  in  the  Main  Estimates  submission 
prepared  five  to  six  months  earlier  or  in  the  Program  Forecasts  prepared  up  to  15  months 
earlier.  Budgets  may  not  reflect  reductions  made  in  submissions.  If  they  do,  only  the  totals 
are  arbitrarily  reduced  and  specific  reductions  are  not  identified.  Moreover,  detailed  bud- 
gets may  not  reflect  changes  in  prices,  economic  conditions,  operating  plans  or  the  availabil- 
ity of  staff  since  the  original  amounts  were  approved.  The  problems  of  comparison  are  made 
more  difficult  since  many  departments  have  over  recent  years  developed  reserves  within 
their  budgets  applicable  to  unfilled  positions.  As  a  result,  many  operating  budgets  are 
excessive.  There  are  few  organizational  units  without  one  or  more  unfilled  positions  and 
these  funds  provide  a  hedge  against  deficiencies  in  budgeting  for  other  types  of  expenditure. 
Thus,  it  is  not  surprising  that  in  the  past  some  departments  have  been  able  to  operate  with 
inadequate  budgetary  control  systems. 

4.23  For  operating  budgets  to  be  effective,  the  detailed  budgets  should  always  be 
a  realistic  month-by-month  estimate  of  anticipated  costs  and  performance  against  which 
managers  can  be  held  accountable.  Where  plans  change  after  preparing  the  detailed 
operating  budgets  it  is  appropriate  to  amend  them  as  long  as  controls  are  maintained  to 
ensure  that  in  aggregate  they  do  not  exceed  given  allotments.  Budget  amendments  should 
go  through  the  same  process  as  the  original  budgets  to  ensure  that  changes  are  approved  at 
the  appropriate  level  of  authority.  Any  changes  to  the  detailed  operating  budgets  of  manag- 
ers should  be  discussed  with  them.  For  example,  it  may  be  appropriate  to: 

delete  from  detailed  operating  budgets  costs  and  performance  data  related  to  un- 
filled positions  until  these  are  filled; 

-  review  detailed  operating  budgets  and  possibly  adjust  them  for  significant  price 
increases  occuring  following  their  preparation  to  ensure  that  the  budgets  reflect 
current  costs  and  that  managers  are  held  accountable  only  for  deviations  within  their 
control;  and 
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introduce  flexible  budgeting  techniques  for  internal  management  purposes  where 
costs  vary  in  accordance  with  a  required  volume  and  level  of  service. 

Impact  of  cash  basis  of  reporting 

4.24  Most  departments  prepare  operating  budgets  on  a  cash,  not  on  a  cost,  basis. 
This  gives  them  flexibility  in  managing  year-end  payments  and  in  building  up  or  depleting 
inventories  so  they  are  not  dependent  on  proper  budgetary  control  systems.  Many  depart- 
ments with  monthly  operating  budgets  merely  pro-rate  over  12  months  the  cash  they  expect 
to  spend  instead  of  budgeting  it  by  months,  and  they  manage  their  cash  payments  at  the 
year-end  to  use  up  excess  funds  on  assets  that  otherwise  might  not  have  been  acquired,  or 
delay  payments  to  avoid  overspending  their  appropriations. 

4.25  Cash-based  budgets  inevitably  lead  to  major  differences  between  actual  and 
budget  data  attributable  to  delays  in  initiating  and  processing  payrolls,  payroll  adjustments 
and  travel  claims,  and  in  receipt  of  invoices.  These  timing  differences  can  become  significant 
in  any  comparison  between  budgeted  and  actual  costs.  In  addition,  cash  disbursement 
information  for  an  accounting  period  may  not  bear  any  relationship  to  the  sort  of  informa- 
tion that  discloses  the  performance  of  a  manager.  Where  departments  merely  pro-rate  in 
equal  instalments  the  cash  they  expect  to  spend  rather  than  basing  it  on  liabilities  incurred 
in  each  month,  it  is  difficult  to  monitor  a  subordinate's  performance  by  what  he  has 
accomplished  as  compared  to  costs  incurred. 

4.26  A  more  effective  approach  to  budgetary  control  requires  an  appropriate 
matching  of  budgeted  and  actual  costs  to  budgeted  and  actual  results.  This  requires  action 
to  reduce  timing  deficiencies  inherent  in  cash  accounting,  and  to  facilitate  the  identification 
and  allocation  of  costs  within  organizational  units.  Departments  should  have  systems  with 
the  facility  to  produce  accurate  costs.  Departmental  systems  are  not  now  capable  of  satisfy- 
ing those  managers  who  want  effective  means  of  budgetary  control  through  financial 
reporting. 

4.27  For  managers  to  be  responsible  for  variances  between  actual  results  and  the 
plan,  the  variances  must  be  capable  of  analysis  in  relation  to  data  measuring  results  so  as  to 
reveal  the  effect  of  changes:  in  volume  of  output,  in  quantity  of  resources  used,  and  in  prices 
of  such  resources. 

4.28  Not  all  departments  require  the  same  system  of  budgetary  control  and 
financial  reporting.  For  some  departments,  the  instructions  in  the  Treasury  Board  Guide  on 
Financial  Administration  should  be  mandatory  and  action  should  be  taken  immediately  to 
improve  their  systems;  other  departments  can  function  with  simpler  forms  of  managerial 
control.  For  example,  in  departments  where  results  are  intangible  and  cannot  easily  be 
measured,  and  where  expenditures  are  largely  for  a  fixed  payroll,  it  may  suffice  to  control 
cash  expenses  by  appropriation  and  allotment,  coupled  with  periodic  cash  forecasts.  Most 
departments,  however,  require  a  budgetary  control  system  permitting  costs  to  be  compared 
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with  information  measuring  operational  performance  so  that  variances  can  be  analysed 
with  a  view  to  corrective  action. 

4.29  Departmental  budgetary  control  and  reporting  systems  need  as  a  minimum: 

-     properly  defined  cost  components  and  cost  information  so  managers  can  be  held  ac- 
countable for  performance; 

detailed  budgets  by  time  period  in  accordance  with  the  assignment  of  managerial 
responsibility; 

consistency  between  budgeting  and  accounting; 

timely  preparation  and  distribution  of  periodic  financial  reports;  and 

analysis  of  variances  between  planned  and  actual  results. 

Use  of  non-financial  data 

4.30  In  the  private  sector,  performance  is  measured  directly  or  indirectly  by 
comparing  revenues  and  expenditures.  Measurement  of  performance  is  just  as  important  in 
the  public  sector  but  different  systems  have  to  be  developed  to  offset  the  absence  of  the 
competitive  market  place  for  measuring  the  value  of  goods  and  services  produced. 

4.31  The  Planning  Branch  of  the  Treasury  Board  Secretariat  was  given  responsi- 
bility in  1970  for  developing  a  system  through  which  departmental  management,  Treasury 
Board  and  Cabinet  could  evaluate  the  effectiveness  and  efficiency  of  programs.  The  primary 
benefit  was  to  be  improved  rationale  for  allocating  resources,  but  it  was  felt  that  managerial 
performance  would  also  be  more  visible.  In  January,  1974,  the  Planning  Branch  issued  a 
booklet  on  evaluating  operational  performance  in  terms  of  efficiency  and  effectiveness  titled 
Operational  Performance  Measurement  Systems  (OPMS).  OPMS  measures  operational 
efficiency  by  determining  the  ratio  of  operational  outputs  to  inputs  or  costs  used  in  their 
production.  It  requires  that  data  be  gathered  for  a  base  year  and  that  all  future  years  be 
compared  to  it. 

4.32  Most  departments  do  not  now  systematically  measure  performance.  Where 
performance  data  are  gathered,  much  unit-cost  information  is  not  reliable.  Managers  in 
some  departments  have  made  a  sincere  effort  to  accumulate  meaningful  operational  data. 
However,  the  data  are  not  integrated  with  departmental  financial  systems.  In  other  depart- 
ments, efforts  to  implement  OPMS  have  been  superficial,  lacking  the  priority  necessary  for 
effective  action. 

4.33  In  holding  managers  responsible  for  their  actions,  it  is  fundamental  that  a 
system  to  measure  their  performance  be  developed.  Such  a  system  should  be  capable  of 
reporting  results  as  well  as  costs.  Wherever  possible,  this  should  be  quantitative  data 
measuring  outputs,  but  qualitative  data  measuring  progress  towards  assigned  objectives  can 
also  be  useful. 
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4.34  By  comparing  the  data  for  all  future  years  to  that  gathered  for  the  base  year, 
the  OPMS  system  penalizes  departments  that  already  have  an  acceptable  level  of  perform- 
ance since  it  leaves  them  little  room  for  improvement.  It  would  be  better  to  use  performance 
indicators  derived  from  previous  years  but  recognizing  that  circumstances  change  and 
allowing  for  targets  based  on  a  challenging,  yet  attainable,  level  of  performance.  As  well, 
cost  information  should  be  derived  from  the  departmental  financial  reporting  system  to 
ensure  that  costs  are  reliable.  By  integrating  reporting  of  results  and  of  costs,  it  should  be 
possible  to  reduce  the  variety  of  reports  which  burden  managers,  and  which  lead  to 
conflicting  data.  A  good  system  for  measuring  performance  would  require  that  each  depart- 
ment budget  its  results  and  its  costs  and  compare  them  with  actual  results  through  an 
integrated  financial  reporting  system. 

4.35  Performance  indicators  are  needed  as  an  integral  part  of  departmental  budget- 
ary control  and  financial  reporting  systems  in  all  areas  that  can  be  effectively  measured. 

Central  approval  of  systems 

4.36  The  Treasury  Board  Guide  on  Financial  Administration  provides  general 
instructions  to  departments  to  help  them  implement  more  sophisticated  systems  of  financial 
control.  Most  departments,  however,  have  not  designed  or  implemented  good  systems  of 
budgetary  control  and  financial  reporting,  often  due  to  a  lack  of  concern  related  to  the 
attitude  that  funds  are  readily  available.  This  attitude  combined  with  the  lack  of  an 
effective  central  review  has  resulted  in  the  poor  financial  systems  most  departments  have 
today. 

4.37  Instructions  concerning  budgetary  control  in  the  Treasury  Board  Guide  on 
Financial  Administration  should  be  mandatory  in  most  cases.  In  addition,  a  central  agency 
should  review  each  department's  system  of  budgetary  control  and  financial  reporting  with  a 
view  to  approving  the  systems  that  are  sound  or  to  withholding  approval  until  corrective 
action  is  taken. 

4.38  A  central  agency  should  approve  and  periodically  reassess  departmental  budget- 
ary control  and  financial  reporting  systems  to  ensure  their  adequacy  for  purposes  of  satisfying 
the  needs  of  Parliament  and  of  the  government,  as  well  as  of  departments. 

CENTRAL  BUDGETARY  CONTROL 

4.39  The  Treasury  Board  Secretariat  receives  two  financial  reports  monthly  from 

the  Department,  of  Supply  and  Services.  The  first,  Summary  of  Travel Public  Servants, 

goes  to  the  Administrative  Policy  Branch  as  an  indicator  of  costs  incurred  under  the  Board's 
travel  and  relocation  policies.  The  second,  Listing  of  Imprest  Accounts  and  Standing 
Advances,  goes  to  the  Financial  Administration  Division  of  the  same  Branch  for  monitoring 
levels  of  departmental  working  capital  advances  in  relation  to  those  authorized.  These 
reports  relate  to  monitoring  specific  types  of  expenditures  and  are  not  useful  in  central 
monitoring  of  the  aggregate  expenditures  of  departments  in  relation  to  approved  Estimates. 
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4.40  The  Program  Branch  receives  a  copy  of  monthly  Cash  Forecast  Briefing 
Books  prepared  by  the  Department  of  Finance.  These  books  show  for  each  major  program 
actual  expenditure  by  months  to  date  and  forecast  expenditures  by  months  to  the  end  of  the 
fiscal  year.  The  Department  of  Finance  prepares  them  as  part  of  its  task  of  determining 
short  and  mid-term  cash  requirements.  The  Department  of  Supply  and  Services  supplies 
actual  expenditures  to  date.  Departments  submit  directly  to  the  Department  of  Finance 
forecasts  of  expenditures  to  the  end  of  the  year.  These  are  adjusted  to  take  into  account 
Finance's  own  projections  based  on  past  experience,  and  on  current  and  future  economic 
factors.  If  departments  fail  to  submit  monthly  operating  cash  forecasts  the  Department  of 
Finance  uses  the  preceding  month's  forecast  or  its  own  forecast  to  prepare  the  Cash 
Forecast  Briefing  Book.  This  report  does  not  appear  to  be  used  by  the  Treasury  Board 
Secretariat  to  monitor  or  to  report  on  departmental  spending. 

4.41  In  addition,  the  Program  Branch  receives  a  quarterly  report  on  the  utilization 
of  man-years  and  a  forecast  by  quarters  for  the  balance  of  the  year. 

4.42  Functions  of  the  Program  Branch,  as  outlined  by  the  Treasury  Board  Secre- 
tariat, include  the  responsibility  to  "review  approved  programs  to  ensure  effective  expendi- 
ture management  including  the  monitoring  of  expenditures  against  authorized  allotments; 
the  utilization  of  authorized  man-years;  the  organization  and  management  of  allocated 
resources;  and  the  program  results  achieved  in  accordance  with  implementation  plans". 
These  evaluation  tasks  are  vital  under  any  system  of  budgeting,  but  the  Program  Branch 
has  no  formal  system,  other  than  the  quarterly  manpower  reports,  for  carrying  out  this 
responsibility.  It  gets  low  priority;  efforts  to  monitor  utilization  of  allocated  resources  are 
sparse  and  ad  hoc. 

4.43  Treasury  Board  has  not  assumed  its  statutory  responsibility  for  the  general 
monitoring  of  the  expenditures  of  departments.  Thus,  extensive  authority  is  delegated  to 
deputy  heads  without  any  effective  central  means  to  make  them  accountable  for  their 
actions.  Effective  central  monitoring  of  departmental  expenditures  would  be  difficult  to 
achieve  within  the  Program  Branch  as  it  is  now  organized.  The  Program  Branch  is  a 
compact  unit  intentionally  kept  small  to  ensure  flexibility  and  effective  internal  communica- 
tion and  it  must  respond  to  the  pressure  of  constant  deadlines.  A  detailed  monitoring 
function  is  not  consistent  with  the  present  qualifications  and  training  of  the  Program 
Branch's  staff. 

4.44  Not  only  should  individual  departments  exercise  effective  control  over  funds 
appropriated  to  them  by  Parliament,  but  the  government  as  a  whole  should  exercise  control 
over  its  planned  and  actual  expenditures.  Some  form  of  government-wide  budgetary  control 
and  financial  reporting  is  necessary  to  do  so. 

4.45  Some  central  agency  should  be  responsible  for  detailed  monitoring  of  depart- 
mental expenditures  in  relation  to  information  supporting  their  approved  Estimates.  The 
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agency  should  require  certain  standard  financial  information  from  each  department,  sup- 
plemented by  copies  of  financial  reports  each  department  gives  its  own  deputy  head. 
Significant  variances  between  actual  and  planned  results  should  be  further  investigated.  So 
they  can  interpret  the  signficance  of  the  financial  information  with  which  they  are  provided 
the  agency  staff  should  become  familiar  with  the  detailed  operating  budgets  and  operations 
of  the  departments.  This  information  would  be  prepared  monthly  to  inform  Treasury  Board 
of  anticipated  variances,  thereby  facilitating  any  corrective  action  deemed  necessary. 

4.46  A  monthly  report,  based  on  analysis  of  departmental  budgets  and  expenditures 

and  variances  between  them,  should  be  prepared  so  that  Treasury  Board  can  take  action  to 
control  overspending  or  to  freeze  excessive  resources. 
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V  ACCOUNTING  SYSTEMS 

5.1  The  federal  government  has  two  major  systems  for  central  processing  of 
financial  information  —  the  general  accounting  system  and  the  payroll  system  of  the 
Department  of  Supply  and  Services  (DSS).  Although  integrated  from  the  standpoint  of  the 
accounts  in  which  expenditure  information  is  ultimately  recorded,  the  two  systems  are 
independent  and  therefore  are  treated  separately  in  this  chapter. 

GENERAL  ACCOUNTING  SYSTEM  OF  DSS 

5.2  Legislation  that  created  the  Department  of  Supply  and  Services  enables  it  to 
provide  common  services  in  support  of  departmental  and  agency  activities,  including  those 
related  to  accounting,  cash  management  and  data  processing.  Statutory  responsibility  for 
maintaining  the  central  accounts  of  Canada  is  assigned  to  the  Receiver  General  for  Canada. 
Because  the  Minister  of  Supply  and  Services  is  also  the  Receiver  General,  DSS  has  two 
mandates  to  satisfy  from  its  accounting  systems. 

Description  of  system 

5.3  The  processing  of  accounting  information  and  the  production  of  financial 
reports  from  the  data  within  the  central  accounting  system  starts  with  a  deposit  of  cash  or 
with  the  preparation  of  a  cheque  in  any  of  the  various  district,  regional  or  National  Capital 
offices  of  DSS  where  the  cash  transaction  is  recorded.  Departments  and  agencies  forward 
accounting  source  data  in  batches  to  DSS  service  offices  at  various  times  during  the  month. 
Batches  may  include  requests  for  cheque  issue,  evidence  of  receipt  of  funds,  corrections  or 
adjustments  to  existing  information,  or  non-financial  data  of  a  statistical  nature.  Data  from 
the  batched  material  are  then  encoded,  generally  on  magnetic  tape,  for  transmission  to  the 
central  data  processing  centre  in  Ottawa.  If  the  material  includes  requests  for  payments, 
cheques  are  prepared  by  the  local  service  offices. 

5.4  The  source  material  prepared  by  departments,  wherever  applicable,  identifies 
transactions  in  relation  to  the  appropriations  granted  by  Parliament.  In  addition,  they  are 
classified  relative  to  allotments  specified  by  Treasury  Board,  such  cost  accounts  as  depart- 
ments specify  for  their  information  purposes,  and  such  other  accounts  as  are  specified  in 
order  to  provide  data  to  central  agencies.  Computers  make  this  capture  of  data  for  multiple 
distribution  not  only  practicable  but  economic.  However,  the  system,  although  modernized 
to  some  extent  from  the  original  concept  developed  in  the  late  1950's,  or  early  1960's, 
retains  many  procedures  and  methods  of  that  era  of  mixed  mechanical  and  electronic 
processing. 

5.5  DSS  provides  three  types  of  financial  statements  to  departments: 

Cash  statements  in  summary  form,  supported  by  detailed  transaction  listings,  iden- 
tify expenditures,  receipts  and  adjustments.  More  than  2,400  of  this  type  are  pro- 
duced monthly  by  DSS  for  client  departments  and  agencies. 


73 


Management  and  management  support  statements,  designed  within  the  limitations 
of  the  central  system  but  in  accordance  with  departmental  and  agency  specifications, 
provide  details  and  summaries  of  receipts  and  expenditures  for  the  accounting 
period  and  year  to  date  by  areas  of  responsibility.  These  statements  often  compare 
actual  data  with  budgeted  amounts  and  may  also  show  commitments,  accruals  and 
statistical  data  separately  or  by  modification  of  the  cash  data.  Some  2,000  state- 
ments of  this  type  are  produced  at  month-end. 

-  A  system  known  by  the  acronym  CAIS  (Central  Agency  Information  System)  pro- 
duces reports  for  the  Government  of  Canada  as  a  whole.  CAIS  is  designed  to  provide 
financial  information  to  central  agencies,  such  as  the  Department  of  Finance,  Statis- 
tics Canada  and  the  Bank  of  Canada,  with  the  Receiver  General  a  major  user.  The 
system,  which  operates  by  extracting  data  derived  from  departmental  accounts, 
produces: 

•  a  series  of  general  ledger  statements  which  are  the  source  of  the  monthly  Gazette 
statements  and  some  of  the  data  in  Volume  I  of  the  Public  Accounts, 

•  a  variety  of  cash  transaction  listings  and  expenditure  statements  for  cash  manage- 
ment and  statistical  purposes. 

5.6  Although  the  foregoing  description  of  the  accounting  system  prevails  for  most 
departments  and  agencies,  some  departments  have  made  special  arrangements.  For  exam- 
ple, for  security  considerations  and  special  information  requirements,  the  Department  of 
National  Defence  and  the  Royal  Canadian  Mounted  Police  have  DSS  cheque-issuing  offices 
at  their  headquarters  locations.  However,  management  reports,  for  the  most  part,  are 
produced  at  the  headquarters  locations  of  these  departments  rather  than  through  the  main 
computer  operated  by  DSS.  Information  of  a  standard  nature,  which  must  be  included  in 
the  central  accounts,  is  retained  on  machine-readable  copy  for  transmission  to  the  central 
computer  centre. 

Relationship  to  separate  departmental  systems 

5.7  A  number  of  departments  have  sought  ways  of  improving  timeliness  and 
accuracy  of  the  information  provided  to  their  managers.  Of  the  departments  reviewed  about 
70%  have  implemented  or  are  developing  separate  reporting  systems  to  meet  all,  or  a 
portion  of,  their  own  needs.  In  many  cases  this  practice  requires  them  to  duplicate  the 
source  documentation  provided  to  DSS  and  to  process  this  data  on  departmental  or  outside 
service  bureau  computers.  DSS  continues  its  own  processing  procedures  and  unless  advised 
to  the  contrary,  submits  reports  to  the  department.  Departments  then  reconcile  the  account- 
ing transactions  processed  on  their  own  computers  with  those  processed  by  DSS.  Some 
departments  with  separate  reporting  systems  neglect  to  reconcile  their  recorded  cash  trans- 
actions with  those  of  DSS  and  thus  errors  in  the  allocation  of  accounting  entries  can  occur 
and  remain  undetected  in  one  or  both  systems  for  a  period  of  time. 
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5.8  Sources  of  discrepancies  between  information  in  departmental  systems  and 
the  central  DSS  system  are: 

departments  record  salary  costs  from  the  same  paylists  as  DSS,  but  the  DSS  paylists 
are  not  controlled  in  such  a  way  as  to  ensure  that  the  same  pay  entries  are  made  to 
both  systems; 

departments  often  correct  coding  errors  in  source  data  in  the  same  accounting  period 
as  they  occur,  whereas  DSS  rejects  transactions  if  corrections  are  not  received  in  time 
and  lists  them  as  invalid  items  for  correction  and  recording  in  a  subsequent  account- 
ing period;  and 

-  the  DSS  system  usually  includes  all  journal  entries  prepared  outside  the  department, 
and  the  departmental  system  records  all  internally  prepared  entries,  but  the  contrary 
is  not  always  true. 

Limitations  of  central  system 

5.9  The  stated  objectives  of  the  central  system  are  "to  provide  both  central  and 
departmental  group  management  with  quantifiable  financial,  personnel  and  operational 
management  information".  Thus,  the  system  is  designed  to  provide: 

-  revenue  data,  including  amounts  properly  offset  against  expenditure; 

-  expenditure  analysis  by  vote,  program,  activity,  object  and  responsibility,  with  bud- 
get comparisons; 

-  cost  analyses,  statistical  information,  performance  measurement  and  manpower 
data; 

-  control  information  on  assets  and  liabilities  for  use  by  central  agencies  and  depart- 
ments; and 

-  flexibility  to  incorporate  allotment,  commitment  and  other  budgetary  controls. 

5.10  While  these  objectives  reflect  sound  financial  management  practices,  they  are 
not  being  achieved  because  of  a  number  of  factors.  For  example: 

Liaison  between  departments  and  DSS  needs  to  be  strengthened  because: 

•  liaison  officers  often  do  not  remain  in  DSS  long  enough  to  obtain  the  required 
understanding  of  the  capabilities  of  the  financial  reporting  system  and  as  a  result 
some  client  departments  are  not  utilizing  the  system  to  their  best  advantage; 

•  there  has  been  a  tendency  to  effect  changes  requested  in  systems  providing  reports 
to  departments  and  agencies  without  adequate  testing,  causing  delays,  unwar- 
ranted costs  and  dissatisfaction  with  the  DSS  system  by  client  departments; 
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•  apart  from  the  instructions  in  the  Users  Guide  for  preparing  data  input  to  the 
financial  reporting  system,  an  outline  of  the  capability  of  the  system  is  not  availa- 
ble to  assist  liaison  officers  and  departments  in  obtaining  a  better  understanding 
of  the  system.  Although  elements  of  the  financial  reporting  system  have  been  put 
in  written  form  for  explanatory  purposes,  the  system  should  be  documented  and 
assembled  into  an  easily  understood  package; 

•  requests  from  client  departments  for  special  reports  have  not  been  effectively 
evaluated  as  to  costs  and  benefits.  As  a  result,  in  some  instances,  changes  have 
been  implemented  without  much  economic  justification; 

The  system  does  not  provide  management  information  readily  because  it  is  not 
designed  to  summarize  key  financial  data,  other  than  at  the  end  of  the  accounting 
period.  In  addition,  the  increase  in  the  volume  of  accounting  transactions  has  ef- 
fected report  distribution  to  a  point  where  some  managers  now  do  not  receive  their 
reports  until  between  the  15th  and  the  20th  of  the  following  month  even  though  the 
transactions  recorded  on  the  statements  have  been  cut  off  between  the  last  and 
eighth  last  working  day  of  the  previous  month. 

Report  distribution  to  departments  and  agencies  is  awkward.  DSS  offers  a  direct 
mailing  service  from  the  computer  centre,  but  only  12  departments  use  it.  A  possible 
shortage  of  DSS  resources  may  have  precluded  greater  utilization.  Statements  for 
remaining  departments  and  agencies  are  shipped  in  bulk  to  locations  in  Ottawa  for 
distribution  by  them  within  Ottawa  and  to  the  field.  This  intermediate  step  can 
delay  distribution  of  statements  to  managers  by  as  much  as  two  weeks. 

Input  requirements  have  not  been  sufficiently  standardized;  some  of  the  resulting 
problems  are: 

•  DSS  has  limited  control  over  the  frequency  of  departmental  input.  Most  data  are 
forwarded  for  processing  close  to  the  month-end,  thus  contributing  to  a  processing 
peak,  and  delays  in  statement  production; 

•  the  coding  block  used  to  identify  departmental  expenditures  by  program,  vote, 
responsibility  centre  and  type  was  standardized  several  years  ago  at  25  digits  in 
length.  There  is,  however,  minimum  standardization  within  the  limits  of  the 
coding  block.  Consequently,  departments  and  agencies  use  a  variety  of  code 
lengths  ranging  from  a  low  of  four  digits  to  the  maximum  of  25.  The  average 
length  used  by  many  departments  appears  to  be  12  to  15  digits.  Coding  blocks  of 
this  length  create  a  propensity  for  error  and  an  unwarranted  cost  for  correction; 
and 

•  the  lack  of  a  standard  coding  block  makes  it  difficult  for  DSS  service  office 
personnel  to  use  computer  routines  to  detect  errors  at  source. 

Processing  routines  for  feeding  source  data  into  and  through  the  computer  suffer 
from  the  following  difficulties: 
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•  transmission  facilities  are  limited  for  transferring  data  between  regional  computers 
and  the  central  computer.  Consequently,  each  regional  service  office  is  allocated  a 
time  to  transmit  data,  and  the  scheduling  is  controlled.  The  volume  of  data 
transmitted  is  so  great  that  two-way  transmission  has  been  considered  impractica- 
ble within  the  present  capacity.  With  one-way  transmission  the  facilities  cannot  be 
utilized  to  transmit  error  data  back  to  regions  for  early  correction;  and 

•  the  computer  file  storage  and  maintenance  system  is  basically  sequential  and 
therefore  extensive  random  selection  and  analysis  is  impracticable.  Although  some 
daily  and  weekly  processing  files  are  maintained  to  reduce  peak  workloads  at 
month-end,  most  data  are  kept  in  detailed  form  until  statements  are  produced, 
which  means  that  the  information  is  summarized  at  one  time. 

Reports  produced  by  the  system  have  the  following  identifiable  deficiencies: 

•  departments  and  agencies  invariably  receive  transaction  listings  of  receipts,  ex- 
penditures and  adjustments,  together  with  summaries  of  these  data  in  accordance 
with  predetermined  specifications.  The  varying  types  of  reports  —  labelled  cash, 
management  and  management  support  statements  —  contain  repetitive  informa- 
tion. Rarely  do  the  statements  provide  comprehensive  financial  data  related  to 
costs  of  services,  projects  or  other  operations.  Moreover,  comparisons  with  budget 
information  in  many  instances  are  invalid  because  of  the  difficulty  of  ensuring  that 
actual  and  budget  costs  cover  the  same  financial  period; 

•  because  of  a  variety  of  cut-off  dates  within  the  system,  statements  often  contain 
transactions  from  at  least  two  accounting  periods.  For  example,  expenditure  data 
may  be  accumulated  from  the  24th  of  one  month  to  the  23rd  of  the  next  month; 
payroll  data  may  be  cut  off  on  the  26th;  adjustments  may  relate  to  data  that 
applies  40  to  60  days  before  the  current  period; 

•  information  vital  to  the  preparation  of  the  central  accounts  of  Canada  is  the  last  of 
the  data  to  be  aggregated  in  the  production  cycle  and  is  not  available  until  the 
middle  of  the  following  month;  and 

•  Central  Agencies  Information  System  (CAIS)  statements  do  not  provide  compari- 
sons with  the  annual  estimates  nor  much  information  on  non-budgetary  items. 

5.11  DSS  is  aware  of  these  problems,  has  studied  the  means  to  achieve  im- 
provement and  has  requested  funds  from  Treasury  Board  to  effect  change.  Alterations  made 
to  the  DSS  accounting  system  in  the  fiscal  year  ended  on  March  31,  1975,  were  not 
designed  to  satisfy  many  of  the  departmental  concerns  relative  to  achieving  more  accurate 
and  timely  information.  The  lack  of  resources  necessary  to  correct  existing  deficiencies  may 
have  handicapped  DSS  efforts  to  implement  major  improvements. 

5.12  The  system  has  some  flexibility  and  can  provide  managers  and  central 
agencies  with  information  on  budgets,  costs  and  performance  measures,  as  well  as  cash  data 
but  these  capabilities  are  not  being  used  extensively  or  effectively.  They  are  overshadowed 
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by  the  dissatisfaction  voiced  by  client  departments  and  agencies  about  accuracy  and  timeli- 
ness. If  financial  management  is  to  be  improved,  then  managers  must  have  the  financial 
information  they  require  to  monitor  and  to  be  monitored,  so  that  they  can  prepare  alterna- 
tive action  programs  to  meet  their  activity  or  program  objectives  within  budget. 

5.13  Because  departments  do  not  get  this  information  on  an  accurate  or  timely 
basis,  many  have  implemented  supplementary  systems.  This  duplication  of  effort  is  costly, 
inasmuch  as  departments,  agencies  and  DSS,  are  involved  in  preparing  input,  processing 
data,  providing  reports,  analysing  reasons  for  differences  and  correcting  errors. 

5.14  From  our  examinations,  departments  which  appear  to  be  most  satisfied  with 
their  accounting  services  and  management  reporting  are  those  receiving  special  services 
from  DSS,  or  those  outside  the  DSS  system  giving  DSS  only  information  essential  to 
preparing  central  accounts. 

Opportunities  for  improvements 

5.15  A  report  by  an  interdepartmental  committee  in  October  1974,  outlined  most 
deficiencies  and  presented  a  plan  of  action.  In  brief,  a  series  of  steps  were  proposed  to: 

improve  the  timeliness  of  reporting  to  departments  and  agencies; 

improve  the  accuracy  of  reporting; 

-  enhance  the  general  flexibility  of  the  reporting  system;  and 

-  provide  for  accrual  accounting,  program  budgeting,  asset  and  liability  analyses,  and 
cash  analysis  needs. 

5.16  The  committee  projected  costs  of  approximately  $3.5  million  over  the  next 
five  years,  should  planned  systems  improvements  be  proceeded  with.  In  addition,  the 
projected  cost  of  designing  a  revised  central  reporting  system,  an  integral  part  of  the  action 
plan,  was  considered  to  be  $2.3  million.  The  committee  suggested  a  redesign  concept  which 
features  the  same  principles  as  the  existing  system  whereby  DSS  processes  and  prepares  the 
accounting  and  management  reports  as  a  service  to  all  departments.  Because  of  its  mandate 
the  committee  did  not  seriously  explore  other  alternatives  which  could  speed  up  the  timeli- 
ness of  reports  and  advance  cut-off  dates  nearer  to  the  month-end.  For  example: 

•  departments  with  the  accounting  and  data  processing  capability  could  prepare  all 
of  their  own  financial  information  provided  they  supply  DSS  service  offices  with 
cheque  issue  data  and  other  financial  and  statistical  information  required  for  the 
central  accounts.  Under  this  alternative,  DSS  would  continue  to  prepare  cheques 
and  record  cash  and  other  departmentally  provided  data  in  the  central  accounts; 

•  the  Receiver  General  could  delegate  cheque  preparation  responsibilities  to  those 
departments  who  have  the  accounting  and  processing  capability  and  who  demon- 
strate that  they  can,  on  his  behalf,  provide  adequate  internal  controls  over  the 
disbursement  function.  Under  this  alternative,  departments  would  assume  full 
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responsibility  for  preparing  their  own  financial  reports  and  for  preparing  their  own 
data  for  input  to  the  central  accounts  in  a  manner  acceptable  to  the  Receiver 
General.  DSS  would  continue  to  be  responsible  for  cheque  redemption  and  control 
of  all  funds  received  by  and  issued  from  the  Consolidated  Revenue  Fund. 

5.17  In  each  of  these  alternatives,  the  departments  and  agencies  which  do  not 
possess  the  requisite  capability  for  processing  their  own  accounting  information  would 
continue  an  arrangement  similar  to  their  present  one.  That  is,  DSS  would  provide  an 
accounting  service  using  departmental  source  documents  but  prepared  in  the  standard 
format. 

5.18  Another  approach  which  might  be  considered  would  be  to  utilize  the  regional 
Services  offices  of  DSS  to  prepare  departmental  and  agency  management  information.  This 
would  involve  a  more  extensive  use  of  communications  between  the  regional  and  central 
computer  facility  in  order  to  consolidate  information  for  departmental  headquarters  and  to 
ensure  that  responsibility  centre  statements  produced  in  regional  areas  are  adjusted  to 
reflect  accounting  entries  generated  by  head  office  locations.  Moreover,  more  emphasis 
would  have  to  be  placed  on  validating  departmental  input  at  the  point  of  entry  into  the 
system  rather  than  having  this  function  performed  only  when  data  are  received  in  Ottawa, 
as  at  present. 

5.19  Each  of  the  alternatives  suggests  some  form  of  decentralization.  However, 
none  of  them  infers  a  reduction  of  the  responsibilities  of  the  Receiver  General  which  are  to: 

-  operate  the  Consolidated  Revenue  Fund; 

provide  daily  analyses  to  central  agencies  of  receipts,  disbursements  and  other 
transactions  affecting  the  Consolidated  Revenue  Fund; 

-  provide  to  the  Bank  of  Canada  a  daily  analysis  of  foreign  cheques,  cheque  redemp- 
tion, etc.; 

-  provide  departments  with  balances  of  departmental  appropriation  and  other  control 
accounts; 

provide  the  monthly  Gazette  statements;  and 

provide  expenditure  analyses  by  economic  classification  and  such  other  classifica- 
tions as  are  required. 

5.20  The  cost  of  the  alternative  programs  for  data  capture  and  report  preparation 
would  also  have  to  be  assessed  in  relation  to  those  associated  with  the  improvements  and 
redesign  of  the  current  system  which,  if  approved,  would  approximate  $5.8  million  over  a 
5-year  period.  Moreover,  in  weighing  the  possible  alternatives,  an  assessment  would  have  to 
be  made  of  the  relative  quality  of  the  departmental  systems  which  have  been  implemented 
or  are  in  the  course  of  being  introduced  to  obviate  the  shortcomings  of  the  DSS  reporting 
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system.  In  addition,  the  costs  of  making  departmental  systems  compatible  with  require- 
ments essential  for  the  provision  of  central  information  would  also  have  to  be  determined. 
However,  without  undertaking  an  assessment  of  the  more  decentralized  approach,  there  can 
be  no  assurance  that  the  proposal  put  forth  by  the  inter-departmental  committee  is  the  best 
alternative  to  meet  the  criteria  of  timeliness  and  accuracy  at  a  reasonable  cost. 

5.21  Some  of  the  more  likely  benefits  of  developing  a  decentralized  capability  for 
producing  departmental  accounting  and  related  reporting  systems  are: 

departmental  and  central  agency  reporting  would  be  accelerated  because  more  than 
one  computer  would  be  involved  in  summarizing  data,  thus  the  problems  associated 
with  sequential  aggregation  of  data  in  the  current  system  would  be  eliminated; 

the  elements  of  cash  and  reporting  control  achieved  through  the  use  of  the  Consoli- 
dated Revenue  Fund  would  be  preserved; 

-  errors  would  be  detected  and  corrected  more  quickly  because  processing  data  in  a 
decentralized  fashion  would  permit  validating  input  at  the  point  of  entry  into  the 
system;  and 

implementation  of  OPMS  systems  in  departments  on  a  basis  integrated  with  the 
financial  accounts  would  be  facilitated. 

5.22  Disadvantages  would  also  be  experienced,  the  more  important  of  which  are 
as  follows: 

under  certain  of  the  alternatives,  DSS  would  have  less  control  over  the  quality  and 
timing  of  departmental  input.  Nevertheless,  both  of  these  elements  could  improve 
since  departments  and  agencies  would  establish  their  own  processing  criteria  sepa- 
rate from  the  criteria  specified  by  DSS  to  meet  its  own  requirements; 

there  could  be  an  increase  in  personnel  and  computer  processing  costs,  but  this  may 
be  doubtful  in  view  of  the  duplicate  systems  which  have  been  developed  and  are 
being  maintained  by  many  of  the  departments  and  agencies. 

5.23  Should  improvements  not  be  introduced  to  the  existing  system,  criticism  will 
continue  with  respect  to  the  timeliness,  accuracy  and  content  of  reports.  There  is  open 
scepticism  in  the  major  client  departments  that  improvements  can  or  will  be  made  to  the 
DSS  system  and,  therefore,  there  is  a  strong  likelihood  that  the  number  of  independent 
systems  will  increase.  If  the  central  system  is  to  survive  and  be  reaffirmed  as  a  useful  means 
of  service,  steps  must  be  taken  to  obviate  its  shortcomings.  Judging  from  experience,  it  is 
unlikely  that  significant  improvements  will  be  effected  without  a  more  decentralized  ap- 
proach to  the  design  of  the  system. 

5.24  A  study  should  be  undertaken  to  determine  the  most  appropriate  method  of 
achieving  timely  and  accurate  financial  reports  for  departments  and  agencies. 
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PAYROLL  SYSTEMS 

5.25  The  DSS  payroll  system  covers  more  than  300,000  salaried  and  hourly-paid 
public  servants,  including  non-uniformed  members  of  the  Royal  Canadian  Mounted  Police 
and  Canada's  armed  forces.  Payroll  costs  are  a  large  recurring  expenditure  and  account  for 
18%  of  the  federal  budget.  From  the  standpoint  of  financial  management,  payroll  systems 
must  provide  for  prompt  and  efficient  preparation  of  payroll  cheques  while  ensuring  the 
accuracy  of  payroll  information,  providing  safeguards  against  fraud  or  misuse  of  funds,  and 
controlling  expenditures  within  budgetary  provisions. 

5.26  The  present  payroll  systems  are  governed  by  an  Order  in  Council  issued  in 
1969,  pursuant  to  Sections  46  and  47  of  the  Government  Organization  Act.  The  more 
salient  points  follow: 

"Minister  (Supply  and  Services)  shall  provide  the  following  administrative  and  other  services 
required  for  the  disbursements  of  pay  to  persons  employed  in  the  Public  Service  ... 

"(a)  the  verification  of  pertinent  data  in  personnel  documentation  submitted  to  paying  offices  to 
initiate,  change  or  terminate  pay  entitlements  and  deductions; 

"(b)  the  compilation  and  calculation  of  pay  entitlements; 

"(c)   the  control  of  pay  cheque  forms,  the  production  of  pay  cheques  and  their  custody  until 
predetermined  release  dates; 

"(d)  the  production  of  associated  payroll  cost  and  expenditure  distribution  data  ..." 

5.27  To  meet  this  mandate,  the  following  pay  systems  are  operated: 

-  central  pay  systems  covering  essentially  all  salaried  public  servants; 

-  regional  pay  systems  directed  mainly  to  hourly-paid  public  servants;  and 

House  of  Commons  and  Printing  Office  systems,  two  small  but  separate  pay  systems. 

5.28  The  central  and  regional  pay  systems  operated  by  DSS  need  revision  to  meet 
basic  standards  of  good  financial  management.  This  report  therefore  concentrates  on  the 
inadequacies  of  these  two  systems  and  makes  suggestions  for  improvements.  The  House  of 
Commons  and  Printing  Office  pay  systems  were  not  examined. 

5.29  Work  began  in  1969  on  a  revised  pay  system  to  replace  both  the  central  and 
regional  pay  systems  to  meet  an  expressed  requirement  for  detailed  analysis  of  employee 
classification  data  and  the  need  for  personnel  information  to  assist  in  collective  bargaining. 
A  pilot  project  was  initiated  in  1 974  to  test  the  designed  system.  Sufficient  problems  were 
encountered  in  the  pilot  project  that,  in  September  1974,  conversion  stopped  pending  a 
detailed  reassessment  of  system  needs  and  how  these  can  best  be  satisfied.  On  March  12, 
1975,  following  this  reassessment,  a  final  decision  was  made  to  stop  work  on  the  revised 
system.  There  have  been  few  significant  improvements  to  pay  procedures  within  the  existing 
system  because  of  this  major  planned  revision. 
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5.30  The  repetitive  nature  of  payroll  transactions  makes  practicable  the  use  of 
"exception  routine"  procedures.  This  means  that  once  an  employee  is  on  the  pay  system, 
is  processed  on  a  regular  basis  until  there  is  a  notice  of  change  in  status.  The  timing  for 
processing  and  distributing  in  the  central  pay  system  is  now: 

Cheque  processing  begins  —  Pay  Day  minus  15  days 

Cheques  ready  for  mailing  —  Pay  Day  minus  1 1  days 

This  does  not  take  into  account  the  time  required  to  initiate  personnel  data  within  the 
employee's  department  or  the  time  within  DSS  to  process  and  record  changes.  Adding  these 
to  the  above  time  schedule,  the  delay  between  the  initiation  of  an  employee  status  change 
and  the  reflection  of  this  change  in  his  pay  cheque  in  the  central  system  may  exceed  30 
days.  This  time  can  be  less  depending  on  the  priority  attached  to  the  transaction.  These 
delays  in  recording  or  correcting  payroll  expenditures  are  one  factor  in  payroll  costs  not 
being  included  in  financial  reports  on  a  timely  basis. 

5.31  A  special  preprinted  form  is  in  use  to  consolidate  information  used  in  the  pay 
systems.  This  form,  originating  in  an  employee's  department,  contains  a  wide  range  of 
information,  and  with  the  exception  of  overtime  adjustments,  attends  to  all  other  factors  in 
adding  to  or  deleting  from  the  pay  registry. 

5.32  The  majority  of  departmental  personnel  involved  in  processing  payroll  data 
perform  primarily  routine  clerical  functions.  When  asked  about  pay  adjustments  or  pay 
distribution,  they  usually  transfer  the  responsibility  to  the  DSS  pay  centre.  Placing  responsi- 
bility with  the  DSS  pay  centre  in  many  cases  reflects  a  failure  to  exercise  a  departmental 
responsibility.  The  responsibility  for  exercising  adequate  financial  control  over  the  accuracy 
of  an  employee's  compensation  and  the  accurate  distribution  of  his  wage  into  the  financial 
accounts  is  not  clearly  defined  as  that  of  the  department  or  of  DSS. 

5.33  Because  of  the  numbers  of  people  and  geographic  areas  serviced,  the  current 
system  cannot  react  quickly  to  meet  an  individual  employee's  need  or,  in  many  instances, 
the  department's  needs.  Computer  systems  can  be  insensitive  as  far  as  the  individual 
employee  is  concerned,  but  the  insensitivity  is  normally  offset  by  their  ability  to  react 
quickly  to  pressing  needs,  thereby  eliminating  repetitive  inequities.  The  current  system 
takes  too  long  to  react  to  changes  in  employee  status,  such  as  classification,  pay  and 
addition  to  or  deletion  from  the  payroll  register.  Furthermore,  it  does  not  satisfy  the 
requirements  for  cost  or  other  financial  information  imperative  in  financial  or  any  other 
management  information  systems. 

5.34  The  impact  of  computers  and  the  mix  of  equipment  used  in  payroll  processing 
on  these  problems  has  not  been  determined.  Various  computer  and  peripheral  equipment 
manufacturers  have  supplied  equipment  used  in  the  present  central  and  regional  pay 
processing.  The  processing  delays  and  the  associated  costs  caused  by  this  mix  could  be 
significant. 
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5.35  To  service  better  the  financial  requirements  of  both  employees  and  depart- 
ments, the  time  delays  in  the  processing  cycle  have  to  be  reduced.  Solutions  may  include 
bank  deposit  directly  to  the  employee's  bank  account,  cheque  preparation  closer  to  the 
employee's  working  location,  or  "on-line"  data  input  by  telecommunications  from  the 
employee's  office  location  to  centrally  located  cheque-processing  units.  Situations  where 
new  employees  are  on  staff  30  days  or  longer  before  receiving  their  initial  pay  cheque  are 
conducive  neither  to  proper  financial  management  nor  to  good  employee-employer  rela- 
tions. Furthermore,  delays  in  removing  staff  from  the  payroll  result  in  cheques  being 
produced  after  an  employee  has  left.  The  opportunity  in  these  cases  for  someone  to  falsify 
the  payee  endorsement  on  the  cheque  is  obvious. 

5.36  Present  procedures  centralize  control  of  all  payroll  information  within  DSS. 
Departments  are  not  fulfilling  their  responsibility  to  control  their  payrolls  adequately.  They 
provide  the  necessary  information  but  look  to  the  DSS  office  to  comment  or  to  process. 
Departments,  including  their  regional  offices,  should  control  information  from  the  stand- 
point of  validity,  accuracy  and  timeliness.  DSS,  in  turn,  should  process  and  disseminate  the 
cheques  and  provide  reports  based  on  the  information  given  to  them  to  satisfy  departments 
and  also  to  meet  the  needs  of  central  agencies  including,  for  example,  data  used  by  the 
Treasury  Board  in  contract  negotiations,  employment  data  for  Statistics  Canada,  and 
superannuation  information  and  classification  data  for  the  Public  Service  Commission. 

5.37  About  40%  of  the  DSS  clerical  staff  associated  with  the  pay  system  are 
involved  in  the  transcription  of  information  received  from  departments  before  it  is  entered 
into  the  computer.  This  includes  additions  or  deletions  from  the  government  payroll, 
changes  in  employee  classifications,  and  status  changes  in  compensation,  fringe  benefits, 
marital  status,  employee  geographic  location  and  distribution  information.  With  such  a 
spectrum  of  areas,  errors  will  occur.  It  may  be  more  practicable  to  provide  forms  which 
separate  personnel  statistics  from  pay  data.  A  standardization  of  procedures  and  methods  is 
essential,  but  this  should  be  done  as  simply  as  possible  where  a  wide  range  of  public  service 
employees  are  involved.  In  developing  procedures,  the  attention  must  be  given  to  those 
which  can  be  quickly  comprehended  by  the  least  qualified  and  newest  clerk  who  could  be 
requested  to  work  in  the  area.  In  addition,  the  employee's  department  should  assume 
responsibility  for  accuracy  in  preparation  and  timeliness  in  submission  to  the  central  or 
regional  pay  office.  The  central  agency  should  be  responsible  only  for  accurate  processing 
and  the  necessary  accounting  data  output. 

5.38  A  study  should  be  undertaken  to  determine  how  departments  could  better 
prepare  and  control  payroll  documentation  up  to  the  point  of  submission  to  a  central  or 
regional  pay  office  of  the  Department  of  Supply  and  Services,  these  offices  being  responsible 
only  for  cheque  preparation  and  for  the  systems  and  procedures  necessary  to  process  the 
payroll,  to  make  the  required  withholdings  and  to  provide  essential  information  to  central 
agencies. 
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VI  FINANCIAL  CONTROLS 

6.1  Financial  systems  include  internal  checks  and  accounting  controls  to  ensure 
the  completeness  and  accuracy  of  all  financial  transactions  and  of  all  financial  information, 
and  to  confirm  that  transactions  have  been  properly  authorized.  The  means  of  applying  the 
techniques  of  financial  control  are  relatively  technical,  but  the  fundamental  principles  are 
simple.  There  is  a  clear  need  for  adhering  to  these  principles  if  there  is  to  be  adequate 
control  by  the  government  of  funds  appropriated  for  its  use  by  Parliament. 

6.2  Financial  controls  are  generally  developed  in  accordance  with  the  fundamen- 
tal principles  that: 

there  should  be  a  careful  segregation  of  duties  so  that,  without  unnecessary  duplica- 
tion of  effort,  one  staff  member  or  one  element  of  a  system  maintains  an  effective 
independent  control  upon  the  integrity  and  accuracy  of  another; 

-     control  should  be  established  as  early  as  practicable  in  a  system  and  maintained 
through  all  stages  of  manual,  mechanical  and  electronic  processing. 

6.3  In  law  and  in  practice  the  deputy  head  of  a  department  or  agency  shares 
responsibility  for  systems  of  financial  control  with  the  Treasury  Board,  the  Receiver  General 
and  the  minister  to  whom  the  deputy  reports. 


6.4  The  Financial  Admimmation  Act  gives  the  Treasury  Board  authority  to  act 
on  all  matters  relating  to  financial  administration  and  more  specific  authority  to  make 
regulations  respecting  the  collection,  management  and  administration  of,  and  the  account- 
ing for,  public  money  and  the  keeping  of  records  of  public  property.  One  means  by  which 
this  authority  has  been  exercised  has  been  through  regulations,  most  of  which  date  back 
several  years.  The  regulations  are  not  comprehensive.  They  set  minimum  standards  as  to 
form,  authorization  and  timing  only  for  certain  specific  types  of  transactions.  Rather  than 
extending  the  scope  of  its  regulations,  Treasury  Board  has  supplemented  them  with  the 
brief  policy  outline  and  the  directives  and  guidelines  contained  in  its  Guide  on  Financial 
Administration. 

6.5  The  Financial  Administration  Act  provides  for  the  Receiver  General's  finan- 
cial control  responsibilities.  Every  payment  is  made  under  the  direction  and  control  of  the 
Receiver  General  and  all  public  money  is  deposited  to  his  credit.  In  addition,  the  Depart- 
ment of  Supply  and  Services  Act  authorizes  that  Department  to  provide  a  number  of 
services  which,  by  their  nature,  require  financial  controls  since  they  involve  providing  a 
wide  range  of  financial  services  to  departments  and  agencies. 

6.6  A  minister's  specific  financial  control  responsibilities  derive  from  authorities 
granted  to  him  by  the  Financial  Administration  Act,  although  these  authorities  are  usually 
delegated.  Under  the  Act,  only  the  appropriate  minister,  or  a  person  authorized  by  him  in 
writing,  may  requisition  a  payment  or  make  a  charge  against  an  appropriation. 
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6.7  The  deputy  head  has  general  responsibility  for  all  aspects  of  administration, 
but  in  addition,  the  Act  and  regulations  more  specifically  assign  certain  financial  control 
responsibilities  to  him.  These  include  responsibility  for  internal  control  and  audit,  and  for 
controlling  commitments. 

6.8  Almost  every  type  of  financial  transaction,  whether  related  to  expenditures, 
payrolls,  revenue  or  materiel  management,  is  subject  to  controls  required  by  legislation, 
regulation  or  other  central  agency  directions.  Significant  clerical  effort  aimed  at  specific 
aspects  of  financial  control  is  frequently  inadequately  directed  and  co-ordinated  within 
departments  and  between  departments  and  common  service  agencies.  The  effectiveness  of 
financial  control  systems  is  overly  dependent  on  the  experience  and  integrity  of  the  employ- 
ees involved,  and  on  inefficient  and  repetitive  checking.  These  fundamental  weaknesses 
result  in  incomplete  or  inaccurate  financial  information  and  in  inadequate  protection  aga- 
inst fraud  and  error. 

6.9  The  Treasury  Board  Guide  on  Financial  Administration  discusses  the  objec- 
tives and  principles  of  financial  control  at  length  under  several  chapter  headings  and  by 
regulation  and  directive  has  established  certain  practices  as  mandatory  for  all  departments. 
However,  these  standard  practices  are  often  not  followed. 

6.10  Since  the  objective  of  financial  controls  is  to  ensure  adequate  completeness 
and  accuracy  of  financial  information  and  proper  authority  for  financial  transactions,  there 
should  be  controls  to  ensure  that: 

all  transactions  are  processed  in  the  appropriate  accounting  period; 

-  only  properly  authorized  transactions  are  processed;  and 

all  systems  and  systems  amendments  are  appropriately  authorized. 

6.11  Effective  controls  in  any  instance  require  a  planned  selection  and  integration 
of  techniques  related  to  such  factors  as: 

the  allocation  of  financial  responsibilities  at  all  levels  in  the  organization; 

-  physical  controls,  such  as  the  sequential  control  of  numbered  documents  or  the 
safekeeping  of  assets  or  records;  and 

accounting  controls,  such  as  double-entry  bookkeeping  and  control  accounts  over 
independent  or  subsidiary  accounting  systems. 

6.12  The  techniques  of  financial  control,  as  almost  universally  applied  in  the 
private  sector,  should  be  well  understood  by  all  officers  with  accounting  qualifications  and 
should  be  established  in  departments  by  financial  officers  as  an  essential  element  of  their 
responsibilities  without  any  need  for  directions  from  central  agencies.  Nevertheless,  depart- 
ments have  been  slow  in  responding  even  to  explicit  directives  from  Treasury  Board  such  as 
those  requiring  that  the  same  person  shall  not  exercise  spending  authority  and  payment 
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authority  for  a  particular  transaction,  or  those  simplifying  administrative  procedures 
through  the  concept  of  delegation  to  positions  rather  than  to  persons. 

6.13  The  reason  good  systems  of  financial  control  have  not  generally  been  devel- 
oped appears  to  be  attributable  to  a  combination  of  factors,  including: 

the  need  for  good  systems  of  financial  control  does  not  appear  to  be  given  a  high 
priority  in  filling  or  classifying  financial  positions,  the  emphasis  instead  being  placed 
on  resource  allocation  responsibilities; 

funds  required  for  financial  controls  at  the  operating  level  are  obtained  only  in 
competition  with  other  administrative  or  operating  aspects  which  often  receive 
higher  priority; 

lines  of  responsibility  are  so  established  that  financial  officers  may  have  only  re- 
stricted authority  to  ensure  adequate  financial  controls; 

persons  performing  financial  duties  in  departments  frequently  lack  the  training  to 
give  them  an  awareness,  appreciation  or  understanding  of  financial  control  princi- 
ples and  the  techniques  of  implementing  them; 

uncertainties  and  misunderstanding  arise  as  to  the  extent  of  responsibilities  of  de- 
partments versus  those  of  the  Receiver  General  and  DSS; 

DSS  has  not  clearly  segregated  its  service  and  control  responsibilities,  so  that  from  a 
departmental  view  point  the  two  roles  are  indistinguishable;  and 

departments  tend  to  assume  wrongly  that  the  controls  operated  by  DSS  are  effective 
for  departmental  purposes  whereas  they  are  designed  primarily  to  meet  its  own 
responsibilities  for  cheque  issue,  payrolls,  receipts  and  fiscal  accounting,  without 
ensuring  that  the  controls  effectively  safeguard  departments. 

6.14  This  chapter  discusses  the  application  of  controls  in  relation  to  three  types  of 
financial  transactions: 

Expenditures; 

Payrolls; 

Revenues,  receivables  and  inventories; 

and  concludes  by  discussing  how  responsibility  for  improving  financial  controls  should  be 
assigned. 

CONTROLS  OVER  EXPENDITURES 

Weaknesses  in  delegation  of  authorities 

6.15  Ministers  and  deputy  heads  of  departments  and  agencies  delegate  to  desig- 
nated persons  their  authority  to  enter  into  a  contract  or  into  other  arrangements  for  paying 
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money,  and  to  requisition  a  payment  in  accordance  with  Section  34,  27  and  26  of  the 
Financial  Administration  Act.  There  are  some  deficiencies  in  the  way  these  authorities  are 
delegated: 

delegation  documents  are  not  always  signed  by  the  current  minister; 

documents  are  not  always  up  to  date  with  respect  to  additions  of  new  employees, 
deletions  of  departed  employees  and  amendments  to  reflect  promotions  and  changes 
in  responsibilities; 

authorities  widely  delegated  to  employees  throughout  the  department  frequently 
place  no  effective  limit  on  their  scope  or  dollar  amount; 

documents  do  not  clearly  distinguish  types  of  transactions,  such  as  payroll,  travel, 
supplies,  professional  services,  capital,  contracts,  grants  or  contributions,  so  that 
authorities  relate  to  the  nature  of  the  person's  responsibilities; 

-  employees  with  delegated  authority  may  on  their  own  responsibility  initiate,  verify 
and  authorize  a  complete  transaction  for  payment;  and 

documents  may  be  incomplete,  often  not  mentioning  commitment  authority  under 
Section  25  as  well  as  financial  responsibilities  specifically  assigned  to  deputy  heads 
by  Treasury  Board,  such  as  the  authority  to  authorize  certain  type  of  travel. 

6.16  As  part  of  cheque  issue  procedures,  DSS  compares  the  signature  authorizing 
the  cheque  requisition  with  signature  records,  but  it  does  not  generally  verify  that  the 
payment  is  within  any  limits  imposed  on  the  authority  of  that  person,  nor  does  it  usually 
verify  any  other  signatures  that  may  be  provided.  Those  performing  account  verification 
within  departments  often  do  not  confirm  that  delegated  authorities  are  being  adhered  to. 
There  are  many  instances  of  delegated  authorities  not  being  followed,  but  for  administra- 
tive convenience  rather  than  for  fraudulent  purposes. 

6.17  The  Treasury  Board  Guide  on  Financial  Administration  introduced  signifi- 
cant instructions  to  clarify  the  purposes  and  mechanics  of  delegating  financial  authorities  in 
a  manner  permitting  administrative  efficiency  without  sacrificing  good  financial  control. 
Four  major  suggestions  or  requirements  outlined  in  the  Treasury  Board  Guide  may  be 
summarized  briefly  as  follows: 

authority  should  be  delegated  to  positions,  rather  than  to  individual  persons  as 
implied  in  the  Act,  to  simplify  greatly  the  administrative  procedures  of  documenting 
and  ensuring  adherence  to  financial  authorities; 

-  clear  distinction  should  be  made  between  two  types  of  financial  authority  and  these 
should  be  separately  delegated  —  namely,  "spending  authority",  the  authority  to 
initiate  an  expenditure  or  to  certify  contract  performance;  and  "payment  authority", 
the  authority  to  requisition  a  payment; 

-  each  payment  requires  the  authority  of  two  officers;  and 
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-  "commitment  authority",  the  authority  to  certify  that  sufficient  unencumbered  funds 
are  available  in  an  appropriation  to  pay  for  a  proposed  transaction,  should  be 
assigned  to  persons  either  with  "payment  authority"  or  with  "spending  authority", 
depending  on  where  information  is  available  on  disbursements  to  date  and  out- 
standing commitments. 

6.18  Few  departments  and  agencies  appear  to  have  acted  on  their  own  initiative  to 
implement  Treasury  Board  policies  on  delegation  of  authorities.  As  a  result  of  evaluation  by 
Treasury  Board  staff,  most  departments,  however,  have  agreed  to  take  such  action  in  the 
future. 

Weaknesses  in  the  application  of  financial  controls 

6.19  The  total  expenditure  cycle  begins  with  the  requisitioning  of  goods  or  services 
and  continues  through  commitment  control,  receiving,  account  verification,  allotment  con- 
trol, cheque  requisitioning,  cheque  issue,  and  finally,  financial  reporting.  The  following  are 
some  of  the  typical  weaknesses  in  financial  controls  within  this  cycle: 

goods  or  services  are  requisitioned  by  a  wide  variety  of  employees,  using  blank 
requisitions  which  are  not  under  physical  or  other  controls  to  prevent  their  unautho- 
rized use; 

spending  authority  is  often  exercised  by  administrative  officers  on  behalf  of  the 
responsible  manager,  but  it  may  also  be  exercised  by  others  without  necessarily 
obtaining  the  concurrence  of  the  manager  to  whom  the  expenditure  will  be  charged; 

-  commitment  certification  is  frequently  omitted,  or  more  seriously,  is  often  exercised 
by  persons  who  lack  reliable  financial  information  as  to  the  unencumbered  amount 
of  appropriations  or  allotments; 

outstanding  requisitions  are  not  generally  under  numerical,  physical  or  other  ac- 
counting controls  that  would  ensure  the  completeness  of  commitment  information 
within  the  departments; 

specialists  within  departments  frequently  process  orders  without  verifying  the  signa- 
tures and  delegated  authority  limits  of  the  persons  who  initiated  them; 

managers  verify  accounts  under  Section  27  of  the  Financial  Administration  Act,  on 
receipt  of  goods  or  services  and  invoices,  based  on  a  review  of  the  documents  placed 
before  them,  but  there  is  usually  no  clear  evidence  of  clerical  responsibility  for 
performing  all  the  required  checks  critical  to  the  account  verification  process; 

-  payment  authority  under  Section  26  of  the  Financial  Administration  Act  is  often 
exercised  within  the  same  organization  in  such  a  way  that  there  may  be  a  loss  of  the 
degree  of  independence  intended  in  Treasury  Board  instructions; 

conversely,  where  regional  or  national  headquarters  exercise  payment  authority 
centrally,  the  authorized  officers  may  lack  the  necessary  knowledge,  supporting 
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documentation,  signature  records  of  persons  with  spending  authority,  or  information 
as  to  the  uncommitted  balance  available  in  an  appropriation  of  allotment  to  exercise 
such  authority; 

centralized  pre-audit  procedures  are  carried  out  by  departmental  or  regional  offices 
before  or  after  the  payment  authority  is  granted,  but  employees  performing  these 
reviews  may  not  have  the  supporting  information  to  make  the  checks  effective  or 
reliable; 

the  basis  for  determining  samples  for  detailed  repetitive  testing  is  not  documented 
and  there  is  no  procedure,  when  errors  are  identified,  for  expanding  the  sample,  for 
taking  appropriate  corrective  action  or  for  notifying  the  supervisor  of  a  person  who 
processed  an  error; 

dollar  amounts  are  recorded  on  cheque  requisitions  in  digits  and  are  not  written  out 
to  prevent  subsequent  alterations; 

after  granting  of  spending  authority,  frequently  by  a  manager  in  the  field,  secretar- 
ial, mail-room,  pre-audit,  accounting  and  computer  staff  may  be  involved  in  han- 
dling an  approved  cheque  requisition  before  an  effective  physical  or  accounting 
control  is  established;  as  a  result,  requisitions  can  be  altered  without  difficulty  after 
spending  is  authorized; 

DSS  issues  cheques,  based  on  requisitions  from  departments,  usually  without  further 
supporting  documentation,  verifying  only  the  accuracy  or  validity  of  certain  fields  of 
data,  such  as  the  payee,  the  amount  and  the  codes  for  the  central  accounts  of 
Canada,  but  not  the  accuracy  of  all  departmental  accounting  codes; 

cheque  and  cheque  lists  are  returned  by  DSS  directly  to  the  persons  involved  in 
establishing  and  maintaining  the  controls,  providing  an  opportunity  for  an  employee 
to  benefit  from  a  fraud  or  error  initiated  without  need  for  collusion  (a  recent  Trea- 
sury Board  circular  forbids  this  practice); 

departmental  accounting  offices  receive  daily  listings  of  batches  processed  and  che- 
ques issued  by  DSS  for  reconciliation  with  departmental  records.  They  generally  do 
not  check  the  accuracy  of  the  details  within  the  total  amount  of  the  batch  to  identify 
errors  in  data  conversion  or  processing; 

DSS  prepares  detailed  transaction  listings  to  support  the  financial  reports  provided 
to  departmental  managers,  but  these  managers  frequently  are  not  maintaining  close 
enough  controls  on  their  financial  reports  to  identify  errors  or  omissions  such  as 
transactions  which  were  approved  by  the  manager  but  not  processed  centrally, 
charged  in  error  to,  or  by,  other  managers,  identified  as  invalid  and  rejected  during 
processing;  and 

for  many  types  of  expenditures,  some  form  of  specialized  detailed  accounting  record 
is  required  for  control  and  financial  disclosure  purposes  as  in  the  case  of  loans, 
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capital  expenditures,  accountable  advances,  inventories  and  fees  paid  for  profes- 
sional services,  but  frequently  these  records  are  informally  maintained,  are  not 
regularly  reconciled  or  effectively  integrated  with  the  principal  accounting  system 
and  as  a  consequence  are  unreliable. 

6.20  The  processing  schedules  and  the  currency  of  the  government's  accounting 
systems  have  a  major  impact  on  the  effectiveness  of  financial  controls  over  expenditure. 
Generally  cheque  requisitions  are  submitted  to  the  Department  of  Supply  and  Services  for 
payment  and  processing  before  the  fourth  or  third  last  working  day  of  the  month.  Allowing 
for  mailing  of  documents  from  remote  field  offices  to  regional  or  headquarters  accounting 
offices,  the  effective  month-end  cut-off  date  for  expenditure  may  be  as  early  as  mid-month. 
Detailed  information  or  supplementary  systems  at  the  local  level  may  be  up  to  date,  but 
reconciliation  of  these  detailed  records  to  the  official  accounts  is  unnecessarily  difficult  and 
usually  not  performed  regularly.  Thus,  particularly  in  departments  which  handle  cheque 
requisitions  through  a  central  location,  it  may  be  difficult  to  maintain  managerial  control. 

Suggested  improvements 

6.21  The  precise  manner  of  establishing  an  adequate  system  of  financial  controls 
over  cheque  requisitions  will  vary  with  the  circumstances,  such  as  the  size  of  the  orga- 
nizational unit  and  the  number  of  transactions  processed,  but  generally  they  should  ensure 
that: 

-  officers  to  whom  authority  is  delegated  have  the  information  and  independence  they 
need,  and  that  their  accountability  is  clearly  established; 

-  physical  or  numerical  controls  over  documents  are  maintained; 

controls  on  the  dollar  amounts  of  cheque  requisitions  are  established  before  the 
requisitions  are  given  spending  or  payment  authority; 

-  officers  authorizing  the  cheque  requisitions  are  provided  with  clear  evidence  of  all 
prior  controls  as  a  prerequisite  for  giving  their  authority; 

officers  authorizing  such  requisitions  do  not  have  access  to  accounting  controls  and 
persons  who  established  accounting  controls  do  not  have  access  to  the  requisitions 
after  they  have  been  authorized; 

payment  authority  is  segregated  from  spending  authority;  and 

accounting  controls  are  maintained  through  all  stages  of  processing,  and  verified 
after  the  cheque  issue  and  financial  reporting  processes  are  complete. 

6.22  In  all  financial  systems,  duties  should  be  carefully  segregated  so  that,  without 
unnecessary  duplication  of  effort,  one  staff  member  or  one  element  of  a  system  maintains  an 
effective  independent  control  upon  the  integrity  and  accuracy  of  another.  In  particular  there 
should  be  an  adequate  segregation  of  spending  authority  from  payment  authority  for  all 
expenditure  transactions,  and  also  of  such  duties  as  verifying  accounts  for  payment,  preparing 
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documentation,  requisitioning  and  distributing  cheques,  and  receiving  and  depositing  money. 
Control  should  be  established  as  early  as  practicable  and  maintained  through  all  stages  of 
manual,  mechanical  and  electronic  processing.  In  particular: 

managers  should  exercise  delegated  authority  only  where  they  have  the  information  to 
do  so; 

controls  on  all  significant  data  should  be  established  at  the  originating  level  before 
processing,  and  be  confirmed  by  the  same  level  after  processing; 

controls  over  expenditures  should  be  established  before  spending  and  payment  authori- 
ties are  granted;  and 

there  should  be  a  clearly  documented  evidence  of  performance  of  all  control  functions 
and  this  evidence  should  be  regularly  reviewed  by  managers. 

CONTROLS  OVER  PAYROLLS 

6.23  Payroll  systems  should  be  subject  to  the  same  standards  of  financial  controls 
as  other  expenditures.  However,  the  financial  control  regulations,  directives  and  guidelines 
issued  by  the  Treasury  Board  under  the  authority  of  the  Financial  Administration  Act  have 
been  directed  primarily  to  the  control  of  expenditures  other  than  payroll.  DSS  instructions 
generally  deal  only  with  the  administrative  mechanics  to  be  adhered  to  by  client  depart- 
ments. There  is  need  for  comprehensive  instructions  directed  specifically  at  the  standards  of 
financial  control  to  be  maintained  over  payroll  systems. 

6.24  Within  most  departments  and  agencies,  primary  responsibility  for  control  of 
payroll  systems  rests  with  personnel  organizations.  Moreover,  for  administrative  con- 
venience, full  responsibility  for  administering  the  payrolls  of  a  group  of  departmental 
employees  is  often  assigned  to  specific  employees  within  such  organizations. 

Typical  weaknesses 

6.25  The  following  summarizes  some  typical  weaknesses  in  control  over  payrolls: 

for  each  payroll  adjustment  or  transaction,  personnel  clerks  fill  out  standard  docu- 
ments based  on  information  received  from  responsible  managers  or  personnel  offi- 
cers but  there  is  generally  no  requirement  for  them  to  obtain  spending  authority 
from  such  managers  even  though  they  have  no  means  of  knowing  that  funds  are 
available; 

the  principal  documents  for  originating  or  altering  payroll  transactions  are  in  a  block 
format  suitable  for  the  purposes  of  keypunch  conversion,  but  they  require  great  care 
in  completion  to  avoid  error  or  omission; 

data  on  the  documents  are  manually  transcribed  by  DSS  on  other  documents  suit- 
able for  keypunching,  but  effective  physical  and  accounting  controls  are  not  main- 
tained during  this  process; 
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-  payroll  cheques  and  computer  printed  paylists  are  sent  to  departments  and  agencies, 
generally  to  the  same  personnel  who  prepared  the  original  documents  and  who  may 
also  distribute  the  cheques  (also  forbidden  by  the  recent  Treasury  Board  circular); 

copies  of  payroll  documents  are  maintained  in  open  files  until  it  is  apparent  from  a 
visual  scrutiny  of  the  paylists  that  the  appropriate  payroll  adjustments  have  been 
processed  by  DSS; 

responsible  managers  receive  month-end  listings  of  payroll  transactions  charged  to 
them  but  generally  these  listings  lack  the  details  necessary  for  identifying  errors  or 
omissions; 

-  there  is  no  control  information  on  pay  lists,  such  as  the  total  normal  standard  salary 
costs  excluding  special  pay  adjustments,  which  is  a  particularly  serious  weakness  as 
actual  pay  costs  can  be  significantly  distorted  from  week  to  week  by  retroactive  and 
other  adjustments  and  are  difficult  to  control  in  total;  and 

-  once  a  year  DSS  provides  client  departments  with  a  listing  by  each  responsible 
manager  of  all  employees  on  their  active  files  with  their  classifications,  rates  of  pay, 
standard  deductions,  and  accounting  codes,  but  there  is  no  assurance  that  these  are 
distributed  to  the  responsible  managers  so  that  pay  actions  initiated  by  personnel 
officers  may  be  checked. 

Suggested  improvements 

6.26  In  electronic  payroll  systems  careful  control  is  required  over  the  standing  data 

in  computer  files.  In  addition,  departments  need  control  on  the  completeness,  accuracy  and 
authority  of  payroll  actions  through  all  stages  of  processing.  There  are  many  ways  of 
combining  detailed  manual  and  electronic  controls  to  achieve  this.  In  practice,  they  should 
normally  exhibit  the  following  features: 

accounting  controls  should  be  established  on  significant  standing  data  —  such  as  the 
number  of  employees,  standard  gross  wages  or  standard  hours  of  work,  and  on 
significant  variable  data,  such  as  leave  without  pay  or  overtime  hours  —  before 
source  documents  are  given  spending  authority; 

payroll  adjustments  and  transactions  affecting  the  amount  of  or  accounting  for  gross 
payroll  costs  should  be  authorized  by  the  responsible  manager; 

-  officers  authorizing  pay  adjustments  should  not  have  access  to  accounting  controls, 
and  the  persons  who  establish  accounting  controls  should  not  have  access  to  the 
source  documents  after  they  have  been  authorized; 

-  payment  authority  should  be  segregated  from  spending  authority;  and 

-  controls  on  standing  data  and  variable  data  should  be  confirmed  after  payroll 
processing. 
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6.27  Financial  staff  should  be  responsible  for  ensuring  that  there  are  controls  within 
payroll  systems  just  as  in  all  other  administrative  systems  giving  rise  to  financial  transactions. 

CONTROLS  OVER  REVENUES,  RECEIVABLES  AND  INVENTORIES 

Revenues  and  receivables 

6.28  Departments  and  agencies  receive  money  in  a  great  variety  of  circumstances 
ranging  from  complex,  high-volume  situations  to  relatively  simple  occasional  receipts. 
Comments  and  observations  in  this  section  of  the  report  are  directed  primarily  towards 
those  instances  where  the  collection  of  revenue  is  not  the  primary  function  of  the  program. 

6.29  A  number  of  regulations  deal  with  controlling  revenues,  accounts  receivable 
and  receipts,  such  as  the  Deletion  of  Debts  Regulations,  the  Assignment  of  Crown  Debt 
Regulations  and  the  Receipt  and  Deposit  of  Public  Money  Regulations.  In  particular,  the 
Receipt  and  Deposit  of  Public  Money  Regulations  set  out  precise  rules  about  recording  and 
depositing  public  money  and  transferring  funds  to  the  Bank  of  Canada.  Although  these 
rules  are  documented  in  the  procedural  instructions  of  most  departments,  there  are  many 
identified  exceptions  where  they  are  not  always  being  followed.  For  example,  there  are 
instances  where: 

public  money  on  hand  in  excess  of  $100  is  not  being  deposited  each  day  as  required; 
and 

deposits  are  not  made,  as  required,  by  the  person  who  collects  or  receives  the  money, 
but  are  being  forwarded  to  regional  or  headquarters  offices  for  deposit  by  others. 

6.30  Most  departments  have  not  effectively  implemented  the  Treasury  Board 
instructions  regarding  revenues  and  accounts  receivable.  Weaknesses  were  identified  in 
most  systems.  A  common  situation  is  that,  for  administrative  convenience,  one  employee 
may  have  full  responsibility  for  a  particular  system  including  controlling  billing  documents, 
maintaining  the  accounts  receivable  records,  recording  and  depositing  receipts,  pursuing 
outstanding  debtors  and  initiating  deletion  action.  The  detailed  records  themselves  are 
frequently  controlled  informally  without  accounting  for  the  numerical  sequence  of  billing 
documents.  Rarely  are  independent  control  accounts  maintained.  Where  control  accounts 
are  maintained  —  as  in  the  case  of  assets,  which  are  identified  in  the  fiscal  accounts  of 
Canada,  or  accountable  advances,  which  are  by  regulation  identified  as  a  specific  item 
charged  to  an  appropriation  —  the  detailed  records  are  not  usually  being  regularly  recon- 
ciled to  the  control  account  by  an  independent  person.  In  some  instances,  receipts  deposited 
by  one  manager  are,  for  budgetary  purposes,  credited  to  the  accounts  of  another,  with  the 
result  that  neither  has  sufficiently  detailed  information  to  ensure  effective  control. 

6.31  A  lack  of  segregation  of  duties  is  the  most  common  deficiency  identified  in 
systems  of  internal  control  over  the  billing,  accounting  for,  collecting  and  depositing  rev- 
enues. At  the  present  time  there  are  significant  opportunities  for  undetected  fraud  and  error 
in  this  area.  The  most  appropriate  way  of  segregating  duties  will  vary  with  circumstances. 
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For  example,  where  one  employee  initiates  invoices,  records  and  deposits  cash  receipts,  and 
maintains  the  accounts  receivable  records,  a  second  employee  should  maintain  independent 
controls  ensuring  that  invoices  are  duly  prepared  for  all  services  rendered  or  goods  shipped, 
that  all  cheques  and  cash  receipts  are  deposited  and  promptly  transferred  to  the  Consoli- 
dated Revenue  Fund  and  that  accounts  receivable  are  correctly  recorded  and  reported. 

Inventories 

6.32  Control  of  inventories  in  the  government  has  historically  been  the  responsibil- 
ity of  operating  managers  or  of  officers  responsible  for  the  materiel  management  function, 
with  minimal  involvement  by  financial  officers.  Treasury  Board  policy  statements  have 
established  basic  procedures  for  the  administration  of  materiel  but  make  negligible  refer- 
ence to  financial  controls  or  to  techniques  for  physical  control,  accurate  record-keeping, 
independent  check,  financial  reporting,  or  budgetary  control  of  inventories. 

6.33  The  Treasury  Board  Guide  on  Financial  Administration  states: 

"Accounting  controls  should  be  established  over  inventories  of  materials  and  equipment 
wherever  there  is  need,  because  of  the  amounts  or  nature  of  the  inventories,  for  indepen- 
dently controlling  them,  for  providing  information  on  changes  in  inventory  levels,  or  for 
eliminating  the  effect  of  inventory  changes  from  costs  reported  by  the  principal  accounting 
systems." 

6.34  Several  departments  have  inventories  of  consumable  supplies  significant  in 
relation  to  the  budget  of  the  department  as  a  whole,  others  significant  in  relation  to  the 
budgets  of  individual  managers.  Generally  these  supplies  are  not  under  independent  ac- 
counting control  and  are  recorded  as  costs  in  the  principal  departmental  accounting  system 
when  purchased.  In  accordance  with  the  instructions  for  materiel  management,  there  usu- 
ally are  manual,  mechanical  or  electronic  systems  for  recording  physical  quantities,  stock 
receipts  and  issues,  but  these  records  are  usually  prepared  by  the  staff  responsible  for  the 
custody  and  use  of  the  assets.  Reports  on  inventory  levels,  turnover  and  obsolete  items, 
when  available,  are  usually  prepared  in  non-financial  terms  only  and  are  retained  by  the 
applicable  manager  or  within  the  materiel  management  function. 

6.35  Working  capital  advances  can  provide  a  fully  integrated  means  of  maintain- 
ing an  independent  accounting  control  over  inventories  and  accounts  receivable.  They 
require  reliable  and  consistent  methods  of  recording  inventory  acquisitions  and  of  costing 
issues.  For  example,  charges  or  credits  can  be  recorded  in  inventory  accounts  at  standard 
cost  for  each  item  received  or  issued  so  that  at  any  time  the  accounting  records  represent  the 
standard  cost  of  all  inventories  which  should  be  on  hand.  However,  the  manner  in  which 
these  accounts  are  operated  and  controlled  is  frequently  imprecise  with  respect  to  such 
procedures,  so  that  in  practice  the  account  does  not  usually  provide  a  reliable  or  indepen- 
dent control  over  the  persons  responsible  for  the  physical  control  and  utilization  of  the 
inventories. 
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Suggested  improvement 

6.36  In  the  case  of  accounts  receivable  and  of  inventories,  the  concept  of  maintain- 
ing a  control  account  in  the  principal  accounting  systems  supported  by  subsidiary  detailed 
accounting  systems  can  be  an  effective  and  efficient  way  of  establishing  and  maintaining 
independent  financial  control  of  these  assets.  Integrated  control  accounts  impose  the  self- 
checking  disciplines  of  double-entry  bookkeeping  and  provide  a  basis  for  disclosure  of 
accounts  receivable  and  inventories  through  the  accounting  and  financial  reporting  systems. 
These  concepts,  although  established  in  the  Treasury  Board  Guide  on  Financial  Adminis- 
tration, are  rarely  applied  in  practice. 

6.37  All  revenues,  accounts  receivable  and  significant  inventories  should  be  under 
effective  systems  of  control,  generally  an  independent  accounting  control. 

RESPONSIBILITY  FOR  IMPROVING  FINANCIAL  CONTROLS 

6.38  One  way  to  improve  financial  control  systems  might  be  to  expand  Treasury 
Board  regulations  and  directives  so  that  standard  systems  are  prescribed  for  almost  every 
situation,  with  intensive  policing  to  ensure  adherence.  However,  although  a  greater  degree 
of  standardization  of  financial  controls  is  desirable,  an  indiscriminate  imposition  of  detailed 
standard  systems  is  not. 

6.39  It  is  preferable  to  develop  and  operate  efficient  and  effective  financial  controls 
within  departments  in  accordance  with  the  particular  circumstances  of  each  application, 
subject  only  to  government-wide  standards.  Persons  responsible  for  maintaining  financial 
controls  in  departments  must  have  sufficient  authority  and  guidance  to  perform  this  task 
effectively.  Responsibilities  must  be  clarified  between  departments  and  central  agencies, 
and  between  organizations  within  departments. 

6.40  The  government  must  be  assured  that  appropriate  standards  are  followed 
throughout  the  public  service.  This  can  best  be  done  by  issuing  clear  directions  as  to  what  is 
required,  backed  up  by  systems  reviews  by  staff  of  a  central  agency  and  supported  by  test 
audits  by  departmental  internal  audit  teams. 

6.41  A  central  agency  should  propose  for  Treasury  Board  approval  the  necessary 
directions  and  instructions  and  then  regularly  review  all  systems  of  financial  control.  Based 
on  these  reviews,  it  should  approve,  in  writing,  those  systems  which  in  its  opinion  are 
adequate.  It  should  advise  the  Treasury  Board  when  systems,  or  elements  of  systems,  are 
inadequate.  This  responsibility  is  closely  aligned  to  the  previous  proposal  for  central  agency 
approval  of  budgetary  control  and  financial  reporting  systems.  Accordingly,  it  would  make 
sense  for  the  same  central  agency  to  assume  this  responsibility  since  these  responsibilities 
require  the  same  skills  and  are  interrelated. 

6.42  Departmental  systems  should  be  reviewed  and  approved  by  a  central  agency  to 
ensure  that  they  comply  with  Treasury  Board  regulations  and  such  other  instructions  as  are 
required  to  ensure  adequate  control  of  expenditures,  revenues  and  assets. 
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VII  INTERNAL  AUDIT 

7.1  Internal  audit  has  long  been  considered  an  important  element  in  the  manage- 
rial control  process  since  it  provides  a  means  of  appraising  the  effectiveness  and  the 
efficiency  of  financial  and  other  operations.  The  need  for  this  element  of  control  within  the 
federal  government  was  more  strongly  identified  in  1962  when  Glassco  recommended  that 
departmental  management  be  responsible  for  establishing  and  maintaining  proper  systems 
of  internal  audit.  In  1966  Treasury  Board  accepted  the  recommendation  and  a  policy  to  this 
effect  was  published  in  the  Financial  Management  Guide  issued  at  that  time.  In  1973  a 
number  of  directives  issued  in  the  Guide  on  Financial  Administration,  which  replaced  the 
earlier  Guide,  made  internal  financial  audits  mandatory  for  all  departments.  In  taking  this 
step,  Treasury  Board  enunciated  the  basic  requirements  for  internal  audits,  including 
matters  related  to  scope,  frequency,  independence  and  reporting. 

7.2  Traditionally,  internal  audits  were  confined  to  assessing  the  degree  of  compli- 
ance with  prescribed  financial  regulations  and  other  directives.  The  primary  objective  of  a 
financial  audit  is  to  obtain  an  independent  evaluation  of  the  system  of  financial  manage- 
ment and  control  within  a  department  or  agency  to  ensure  that  it  satisfies  all  requirements 
for  financial  visibility,  accountability  and  control  in  the  acquisition,  custody  and  utilization 
of  financial  resources.  This  type  of  system  evaluation  is  generally  supported  by  tests  of 
accounting  and  other  transactions  to  determine  the  degree  of  adherence  by  departmental 
personnel. 

7.3  Introduction  of  operational  audits  has  recently  extended  the  scope  of  internal 
audits  in  some  departments.  Not  usually  restricted  to  matters  of  financial  administration, 
they  are  designed  to  evaluate  any  or  all  aspects  of  a  department's  operations  as  a  service  to 
management.  Their  scope  varies  considerably  and  may  relate  to  assessing  not  only  the 
efficiency  of  systems  and  procedures,  but  also  whether  managers  are  using  personnel,  assets, 
space,  etc.,  in  an  economical  and  efficient  manner.  Audits  of  this  type  may  also  assess  the 
effectiveness  of  programs,  but  in  practice,  little  attempt  has  been  made  to  perform  audits 
aimed  at  determining  whether  departmental  objectives  are  being  met  effectively. 

7.4  A  number  of  departments  and  agencies  employ  the  Audit  Services  Bureau 
(ASB)  of  the  Department  of  Supply  and  Services  to  perform  internal  audits  on  their  behalf 
and  to  carry  out  other  auditing  assignments  such  as  the  verification  of  payments  under 
contracts  and  agreements.  The  Bureau's  services  include  financial  and  operational  audits, 
the  nature  and  scope  being  agreed  beforehand  with  departmental  management.  Results 
and  findings  are  communicated  directly  to  the  department  or  agency  concerned  unless  the 
terms  of  reference  specify  a  wider  report  distribution. 

7.5  The  Financial  Administration  Act  gives  Treasury  Board  general  responsibil- 
ity for  matters  related  to  financial  management.  In  fulfilling  its  obligations,  the  Secretariat 
recently  established  a  small  staff  to  evaluate  the  degree  of  departmental  compliance  with 
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directives  and  instructions  issued  about  the  financial  function.  This  staff  reviews  departmen- 
tal financial  administration  systems  on  a  cyclical  basis.  Its  work  is  limited  to  a  system  review 
without  any  attempt  to  test  the  quality  of  the  application  of  the  system  in  a  manner  that 
might  duplicate  coverage  of  departmental  internal  audit  groups. 

7.6  Departmental  internal  audits  and  Treasury  Board  evaluations  are  carried  out 
on  behalf  of  different  management  groups: 

-  internal  audits,  whether  carried  out  by  departmental  staff  or  by  ASB,  are  intended  to 
give  deputy  heads  assurance  that  financial  responsibilities  as  delegated  within  the 
department  are  properly  discharged; 

-  Treasury  Board  evaluations  are  designed  to  determine  whether  departmental  finan- 
cial systems  adequately  protect  the  government. 

7.7  Each  type  of  review  is  concerned  with  assessing  adequacy  of  departmental 
systems.  Internal  departmental  audits  go  further  in  that  they  test  the  application  of  the 
systems  by  examining  a  sample  of  transactions. 

7.8  Earlier  in  this  report  proposals  have  been  made  for  a  central  agency  review  of 
departmental  budgetary  control  and  financial  reporting  systems  and  of  departmental  fi- 
nancial controls.  This  would  encompass  much  of  the  work  being  done  by  the  evaluation 
unit  of  the  Treasury  Board  Secretariat,  but  it  would  extend  it  by  requiring  the  central 
agency  to  give  or  withhold  specific  approval  of  systems  depending  upon  the  agency's 
findings.  This  may  be  regarded  as  one  aspect  of  an  internal  audit  and  the  manner  in  which 
this  type  of  review  should  take  place  is  further  discussed  in  the  last  chapter  of  this  report. 
This  chapter  is  primarily  concerned  with  the  type  of  internal  audit  that  falls  within  the 
responsibilities  of  deputy  heads. 

7.9  A  number  of  major  concerns  relating  to  internal  audit  have  been  identified 
and  may  be  summarized  as  follows: 

some  departments  have  no  internal  audit; 

internal  auditors  are  often  involved  in  systems  design  and  implementation  which 
may  divert  them  or  compromise  their  ability  to  discharge  their  responsibilities; 

internal  audit  coverage  in  many  respects  does  not  appear  to  be  adequate.  Cases  can 
be  cited  where  auditors  conducting  regional  audits  have  been  prevented  from  evalu- 
ating the  internal  controls  of,  or  following  up  on,  transactions  originating  or  termi- 
nating at  headquarters  locations; 

-  the  scope  of  internal  audit  is  not  uniform  among  departments;  some  internal  audit 
groups  perform  superficial  financial  audits  while  others  work  actively  in  operational- 
type  auditing; 
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reporting  relationships  between  departmental  management  and  internal  audit 
groups  are  not  consistent.  Many  groups  respond  to  a  chief  financial  officer,  which 
may  reduce  the  effectiveness  of  audit  examinations; 

in  many  instances  staff  training  for  internal  auditors  is  obtained  solely  through  job 
experience;  and 

internal  groups  often  have  limited  familiarity  with  requirements  prescribed  by  Trea- 
sury Board. 

7.10  The  weaknesses  summarized  above  point  to  the  need  for  a  change  in  the 
emphasis  given  to  internal  financial  audits.  There  should  be  no  change  in  the  basic  objec- 
tive of  internal  audit  —  providing  management  with  an  independent,  but  internal,  appraisal 
of  the  legality,  effectiveness  and  efficiency  of  financial  administration  work.  Internal  audit 
groups  should  work  for  and  report  to  deputy  heads.  Comprehensive  internal  audit  stan- 
dards, such  as  those  in  Treasury  Board's  Guide  on  Financial  Administration,  must  be 
implemented  by  departments  and  monitored  centrally  to  attain  a  satisfactory  internal  audit 
coverage. 

7.11  Responsibility  for  co-ordinating  the  development  of  better  mechanisms  for 
internal  audit  would  be  appropriately  added  to  the  responsibilities  of  the  central  agency 
responsible  for  reviewing  departmental  systems  on  behalf  of  the  government.  In  this  con- 
nection it  is  anticipated  that  the  agency  would: 

set  minimum  standards  in  regard  to  the  scope  and  coverage  of  internal  audits  within 
departments  and  agencies; 

-     receive  reports  from  departmental  internal  auditors  reporting  the  degree  of  adher- 
ence to  executive  financial  directives;  and 

arrange  for  reviews  of  the  effectiveness  of  the  internal  audit  function  within  depart- 
ments and  agencies. 

This  approach  would  strengthen  materially  the  internal  financial  audit  function  in  depart- 
ments. At  the  same  time  the  departmental  responsibility  for  audits  would  be  preserved, 
since  the  internal  auditors,  whether  associated  directly  with  a  department  or  retained  from 
ASB,  would  receive  their  mandate  directly  from  the  deputy  head  who  would  approve  the 
audit  plans  annually  and  act  on  their  findings. 

7.12  The  central  agency  of  the  government  responsible  for  prescribing  the  standards, 
scope  and  coverage  of  departmental  financial  audits,  should  give  greater  emphasis  to  monitor- 
ing departmental  internal  audits  so  as  to  encourage  greater  adherence  to  the  standards. 
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VIII  FINANCIAL  STAFF 

8.1  A  generally  acceptable  level  of  quality  in  financial  management  and  control 
in  government  will  be  achieved  only  with  appropriately  qualified  staff".  For  this  reason, 
personnel  matters  affecting  financial  management  and  control  have  been  reviewed.  Studies 
in  departments  and  central  agencies  lead  to  numerous  observations  which  can  be  grouped 
under  three  main  topics:  status  of  the  financial  community  in  government;  qualifications  of 
persons  and  need  for  stronger  leadership  and  direction  of  all  people  involved  in  financial 
management  and  control. 

FINANCIAL  COMMUNITY  IN  GOVERNMENT 

8.2  The  Financial  Administration  (FI)  Group  now  comprises  positions  involved 
in  "the  planning,  execution  and  control  of  accounting,  budgetary  and  financial  manage- 
ment practices,  systems  and  procedures  required  for  efficient  operation  and  conduct  of 
government  programs  and  activities;  the  examination  of  departmental  spending  proposals; 
and  the  provision  of  advice  on  the  use  of  financial  resources".  It  includes  a  large  number  of 
employees  involved  on  a  continuous  basis  with  financial  management  and  control.  The 
group  numbers  approximately  1,600  throughout  the  Government  of  Canada.  However, 
many  financial  administrators  are  classified  as  belonging  to  other  groups  than  FI  for  many 
reasons,  but  often  because  their  duties  involve  other  areas. 

8.3  Studies  relating  specifically  to  the  FI  Group  have  been  undertaken  since  1971 
by  such  authorities  as  the  Administrative  Policy  Branch  and  the  Personnel  Policy  Branch  of 
the  Treasury  Board  Secretariat,  as  well  as  by  the  Public  Service  Commission.  Although 
many  problems  have  been  recognized  and  some  potential  solutions  advanced,  efforts  to 
correct  generally  acknowledged  deficiencies  have  been  inadequate.  The  Personnel  Policy 
Branch  recently  revised  bench  mark  positions  for  classification  of  FI  positions. 

8.4  Deficiencies  in  the  classification  of  financial  administration  positions  are  of 
two  types.  Some  stem  from  the  classification  standards  which  do  not  satisfy  the  federal 
government's  present  requirements  for  financial  management  and  control.  Others  develop 
when  the  evaluator's  interpretation  may  differ  from  what  the  standards  were  intended  to 
do.  Inconsistent  application  of  standards  tends  to  have  serious  repercussions  in  an  organi- 
zation as  large  as  the  Government  of  Canada,  since  it  leads  to  unnecessary  movement  of 
staff  among  departments  as  well  as  to  a  high  degree  of  dissatisfaction  because  of  apparent 
inequities. 

8.5  The  FI  Group  is  composed  of  two  groups  of  individuals:  those  experienced 
but  not  formally  educated;  and  those  with  university  or  professional  training.  Each  type  has 
totally  different  career  possibilities.  Most  FIs  with  university  graduation  or  professional 
qualifications  are  found  in  the  upper  classification  levels  while  those  not  so  trained  are 
increasingly  at  lower  levels. 
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8.6  Since  the  standards  do  not  require  professional  status  or  university  gradua- 
tion in  positions  classified  at  lower  levels,  they  are  being  filled  by  personnel  inadequately 
educated  for  advancement.  Because  of  the  specific  requests  of  the  managers  to  whom  they 
report  such  classification  levels  as  FI-5  and  above  often  require  a  university  education  or 
membership  in  a  recognized  accounting  body,  thus  eliminating  lower  levels  of  FIs  who  must 
transfer  to  other  groups  to  continue  their  career  progress. 

8.7  Post-secondary  education  is  mandatory  for  many  FI  positions  although 
minimum  qualifications  are  such  that  the  group  is  theoretically  open  to  people  without 
formal  education.  As  of  1974,  38%  of  FIs  had  some  professional  qualification  and  over  50% 
had  a  university  degree  or  professional  qualification  or  both  of  them.  This  situation  presum- 
ably results  from  the  demand  of  managers  for  more  sophisticated  management  tools  such  as 
information  systems,  cost  analysis  and  forecasting  techniques.  Thus,  it  appears  that  the 
financial  administrator  must  have  the  qualifications  to  develop  and  utilize  systems  to 
control  major  amounts  of  financial  resources  even  though  the  group  of  which  he  is  a  part 
does  not  place  much  emphasis  on  this  aspect  in  its  standards. 

8.8  The  FI  Group  has  suffered  from  what  has  been  termed  the  two-level  syn- 
drome. Although  it  was  not  a  requirement  of  the  classification  standards,  many  firmly 
believed  that  a  subordinate  had  to  be  two  levels  below  his  immediate  supervisor.  It  is 
understood  that  new  classification  standards  are  being  developed  which  will  remove  any 
misunderstanding. 

8.9  In  determining  qualifications  for  positions  the  government  does  not  differen- 
tiate between  basic  university  graduation  (B.A.,  B.  Comm.)  and  membership  in  an  account- 
ing association  with  or  without  university  graduation,  whereas  most  job  evaluation  systems 
in  private  business  generally  recognize  that  a  university  graduate  with  a  C.A.  certificate  is 
equivalent  to  graduation  plus  two  years'  experience,  or  to  a  post-graduate  degree  plus  one 
year's  experience. 

8.10  Many  professional  accountants  in  government  choose  to  work  in  fields  not 
related  to  financial  management  and  control.  One  basic  reason  is  that  classification  stan- 
dards for  FIs  do  not  adequately  recognize  professional  qualifications.  The  FI  group  is 
equated  with  other  non-professional  groups,  rather  than  with  such  professional  groups  as 
economists  and  lawyers.  The  usefulness  of  financial  administrators  in  government  depends 
not  only  on  their  competence  but  also  on  their  degree  of  professionalism.  To  fulfil  their  role 
effectively,  they  need  advanced  knowledge  of  accounting  and  financial  practices  and,  even 
more  important,  an  above-average  degree  of  professional  integrity  that  would  lead  them  to 
respect  governmental  policies  on  the  budgeting  and  expenditure  of  public  funds  while 
assisting  the  managers  to  whom  they  report  directly. 

8.11  Proper  solutions  to  the  numerous  problems  observed  within  the  financial 
community  will  require  a  comprehensive  review.  The  FI  Group  could  be  maintained,  but 
redefined,  to  adapt  more  completely  to  current  needs.  Alternatively,  the  present  FI  Group 
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could  be  utilized  for  all  non-professional  positions  involved  in  financial  administration,  and 
a  separate  government  professional  accounting  group  could  be  formed.  By  bringing  to- 
gether most  professional  accountants,  including  those  involved  in  auditing  and  financial 
programs,  such  a  group  would  lend  itself  more  readily  to  comprehensive  training  programs 
and  career  development  plans  which  would  improve  the  quality  of  the  staff.  On  balance, 
this  seems  to  be  the  preferred  alternative. 

8.12  These  possibilities  are  not  to  be  construed  as  ideal  solutions  to  current 
problems,  but  rather  to  indicate  the  complexity  and  far-reaching  aspects  of  the  situation, 
and  to  suggest  one  approach  to  improving  the  present  situation. 

8.13  A  comprehensive  study  of  personnel  systems  related  specifically  to  financial 
administrators  should  be  undertaken  to  consider  the  advisability  of  establishing  a  professional 
government  accounting  group  commensurate  with  the  current  and  future  needs  of  government 
for  financial  management  and  control. 

STAFFING  THE  FINANCIAL  FUNCTION 

8.14  Decentralization  of  financial  responsibility  in  the  late  1960s  created  a  need 
for  a  larger  and  more  competent  group  of  financial  administrators  to  support  managers 
throughout  government.  The  fundamental  role  of  financial  staff  took  on  a  new  dimension 
with  the  increasing  importance  of  cost  accounting,  systems  development,  budgetary  analysis 
and  advisory  functions.  The  financial  administrator  of  previous  years  was  frequently  a 
generalist  with  administrative-type  experience  but  department  officials  now  want  and  need 
a  level  of  competence  that  can  often  be  found  only  among  those  trained  in  appropriate 
skills  in  university,  or  qualified  to  be  members  of  established  accounting  associations. 

8.15  These  factors  have  created  many  opportunities  for  financial  administrators, 
resulting  in  high  turnover  of  FI  staff.  Some  departments  show  a  vacancy  rate  of  up  to  35% 
in  financial  positions  and  an  annual  turnover  of  up  to  45%. 

8.16  The  demand  on  the  Financial  Administration  Group  grew  as  each  depart- 
ment decentralized  and  staffed  to  meet  the  new  challenge.  Public  Service  Commission  data 
show  the  demand  for  FIs  growing  faster  than  supply  and  it  estimated  in  early  1974  a 
shortage  of  approximately  250  financial  administrators  as  at  March  31,  1974.  Observations 
indicate  even  more  serious  problems  for  the  future,  when  departments  attempt  to  improve 
the  present  quality  of  financial  management  and  control. 

8.17  The  increased  responsibility  of  departmental  program  officers  directly  affects 
the  numbers  of  financial  administrators  required.  The  increasingly  complex  nature  of  the 
responsibilities  of  program  officers  and  the  greater  magnitude  of  most  operations  lead  to  a 
need  to  upgrade  the  qualifications  of  financial  staff. 
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8.18  The  heavy  turnover  of  FIs  seriously  affects  financial  management  and  control. 
Systems  development  is  particularly  curtailed  in  departments.  Lack  of  continuity  in  finan- 
cial administrators  results  in  a  loss  of  efficiency  due  to  the  often  repeated  familiarization 
process.  Cases  have  been  observed  where  work  was  redone  from  the  very  beginning  by  a 
new  appointee.  A  further  waste  was  noted  in  the  form  of  unfinished  projects  due  to 
personnel  changes. 

8.19  The  high  turnover  level  and  the  rapidity  with  which  individuals  move  on  to 
other  positions  make  it  unusually  difficult  to  measure  the  performance  of  financial  person- 
nel and  to  assess  their  training  and  development  needs.  In  present  circumstances,  individu- 
als can  progress  from  position  to  position  without  proper  checks  and  some  have  attained 
positions  requiring  greater  skills  than  they  possess.  This  happens  in  a  high  demand  situation 
where  there  is  difficulty  in  obtaining  a  better  man  for  a  position  and  results  in  a  net  decrease 
in  the  quality  of  financial  management  and  control  in  government. 

8.20  The  demand  for  FIs  is  likely  to  keep  growing  for  several  years  at  least,  until 
departments  and  agencies  have  completed  the  decentralization  process  begun  in  the  late 
1960s.  The  shortage  will  be  further  aggravated  if  departments  seek  to  realize  increasingly 
higher  levels  of  financial  management  and  control. 

8.21  A  comprehensive  review  should  be  undertaken  to  establish  the  need  in  govern- 
ment for  financial  administration  personnel  by  type  and  level  and  to  develop  a  program  to 
alleviate  the  present  shortage. 

FINANCIAL  COMMUNITY  LEADERSHIP 

8.22  In  the  pre-Glassco  days  the  financial  community  was  centred  for  the  most 
part  under  the  Comptroller  of  the  Treasury.  Since  1969,  however,  there  has  been  a  signifi- 
cant dispersal.  Formerly,  most  departmental  managers  had  only  limited  financial  discre- 
tion, whereas  authority  to  make  most  financial  decisions  now  is  widely  delegated.  Thus 
department  financial  officers  are  not  only  more  widely  dispersed,  they  are  subject  to 
substantially  increased  pressures  requiring  a  high  degree  of  skill,  competence  and  profes- 
sional integrity.  They  must  provide  on  a  decentralized  basis,  subject  to  the  instructions  of 
the  managers  to  whom  they  report  directly,  a  satisfactory  level  of  financial  management 
and  control  in  keeping  with  the  vital  interests  of  Parliament,  the  government  and  higher 
levels  of  management  within  their  own  departments.  A  source  of  guidance  and  leadership 
to  set  the  standards  of  professional  skill  and  integrity  that  should  be  applied  throughout 
government  is  vitally  important. 

8.23  The  Financial  Administration  Division  of  the  Administrative  Policy  Branch, 
Treasury  Board  Secretariat,  now  is  the  only  body  to  which  government  accountants  can 
turn  for  guidance  and  leadership.  However,  it  has  little  ability  to  influence  their  careers  and 
development  except  through  issuing  general  policies  and  evaluating  the  systems  for  which 
they  are  responsible.  Often  department  financial  officers  are  more  involved  with  the  Pro- 
gram Branch,  which  has  responsibility  for  advising  on  appropriation  requests,  since  the 
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managers  to  whom  they  report  are  more  concerned  with  having  staff  who  can  obtain 
resources  than  with  having  staff  who  can  control  spending. 

8.24  In  summary,  the  staffing  difficulties  are: 

shortage  of  staff  with  financial  training.  This  arises  partly  from  the  failure  to  recruit 
and  partly  from  the  failure  to  retain  staff  in  financial  management  and  control 
activities; 

failure  to  train  and  develop  people  within  the  FI  Group; 

inability  to  monitor  centrally  and  to  advise  departments  on  the  quality  and  qualifi- 
cations of  their  staff  or  of  applicants  for  financial  positions;  and 

low  morale  within  the  FI  Group  probably  attributable  to  lack  of  development 
opportunities  and  the  feeling  that  no  one  at  a  senior  level  has  its  interests  at  heart. 

8.25  Putting  this  another  way:  the  administrators  (deputy  heads  and  subordinate 
managers)  are  not  given  adequate  information  on  the  performance  of  their  FI  staff.  Thus 
they  are  not  equiped  to  discharge  their  clearly  assigned  responsibility  for  financial  manage- 
ment and  control. 

8.26  Financial  administration  has  diminished  in  importance  because  it  lacks  the 
support  of  Treasury  Board  and  the  leadership  necessary  to  give  it  the  means  and  status  to 
ensure  that  it  can  satisfy  the  needs  of  administrators. 

Glassco  said: 

"The  concern  of  the  centre  of  government,  however,  must  reach  below  the  deputy  ministers 
and  take  account  of  the  development  and  use  of  other  senior  administrative  staff  throughout 
the  public  service.  To  ensure  the  satisfactory  development  and  distribution  of  such  staff  on  a 
government-wide  basis,  the  central  machinery  must  be  actively  concerned  with  appointments 
and  transfers  relating  to  certain  positions  in  each  department. 

"This  central  concern  should  extend,  first,  to  those  positions  immediately  below  the  deputy 
minister.  Movement  among  departments  at  this  level  provides  the  last  opportunity  for 
achieving  the  broadening  of  experience  and  outlook  which  is  so  essential  to  the  development 
of  administrative  leadership. 

"Special  considerations  apply  to  two  other  senior  officials  in  each  department:  the  chief 
financial  officer  and  the  chief  personnel  officer.  These  two  are  most  directly  concerned  with 
the  use  of  staff  and  public  money,  and  with  the  application  of  the  general  policies  and 
standards  of  the  government  relating  to  administration.  Rotation  of  such  officers  among 
departments  and  the  staff  of  Treasury  Board  will  do  more  than  anything  else  to  ensure  that 
the  general  policies  and  standards  are  applied  with  consistency  throughout  the  government. 

"Moreover,  it  is  important  that  these  two  officers  should  have  the  sense  that  their  future 
careers  rest  primarily  —  though  not  exclusively  —  on  the  assessment  of  their  performance  by 
the  Treasury  Board,  rather  than  on  their  ability  to  please  the  heads  of  their  departments. 
They  must  be  in  all  respects  members  of  their  respective  departments  and  so  regard  them- 
selves, and  could  not  be  empowered  to  veto  the  wishes  of  their  departmental  heads  and 
thereby  impair  the  necessary  authority  and  responsibility  of  the  minister  and  his  deputy.  But 
they  would,  in  effect,  provide  a  presence  of  the  central  authority  within  the  department,  and 
their  reluctance  to  concur  in  courses  of  action  proposed  by  their  department  heads  would  not 
be  lightly  ignored. 
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"For  these  positions  —  immediate  subordinates  of  deputy  ministers  and  the  chief  financial 
and  personnel  officers  -  it  is  proposed  that  the  Treasury  Board  staff  should,  whenever  the 
prospect  of  vacancies  or  their  own  assessment  of  needs  dictate,  initiate  discussions  with  the 
department  or  departments  concerned,  with  a  view  to  securing  the  most  effective  use  and 
development  of  senior  administrators  throughout  the  public  service.  Appointments  to  such 
positions  should  be  subject  to  approval  by  the  Treasury  Board. 

"In  addition  to  their  specific  responsibilities  relative  to  these  senior  positions,  the  Treasury 
Board  staff  would  have  a  general  responsibility,  in  common  with  the  departments,  for 
identifying  and  developing  promising  officials  in  the  middle  ranks  of  administration.  They 
must  also,  in  evaluating  performance,  ensure  that  the  departments  themselves  attach  proper 
importance  to  the  development  and  effective  use  of  all  their  personnel.  Moreover,  in  an 
organization  as  large  as  the  public  service,  there  is  a  constant  danger  of  blind  alleys,  and 
particular  care  must  be  taken  by  departmental  and  Treasury  Board  staffs  to  guard  against 
such  pockets  of  frustration  and  to  find  new  opportunities  for  able  people  caught  in  isolated  or 
uncongenial  positions." 

Had  this  concept  been  implemented  and  had  the  Treasury  Board  Secretariat  met  its 
responsibility,  the  present  position  might  not  have  arisen. 

8.27  Efficient  and  effective  financial  management  and  control  depend  largely  on 
the  level  of  competence  of  the  people  primarily  involved.  There  is  absolutely  no  doubt  that 
an  organization  as  large  and  as  complex  as  the  Government  of  Canada  requires  a  highly 
competent,  professional  accounting  staff. 

8.28  Recognition  of  a  professional  government  accounting  group,  as  discussed 
above,  would  be  of  great  assistance  in  strengthening  the  role  of  the  professional  p^countant 
in  government,  provided  the  group  receives  effective  leadership.  This  could  be  provided 
through  a  central  agency  of  the  government  with  the  responsibilities,  status  and  indepen- 
dence proposed  in  the  last  chapter  of  this  report. 

8.29  This  chapter  emphasizes  the  need  for  raising  the  quality  of  the  financial 
community,  improving  its  morale  and  therefore  its  effectiveness,  and  re-establishing  its 
importance  as  a  significant  component  of  government  administration.  The  objective  is  to 
provide  managers  with  a  strong,  competent  supporting  service.  This  will  not  diminish  the 
authority  or  responsibility  of  managers, -but  will  give  them  the  tools  they  need  to  do  their 
job.  At  the  same  time,  central  financial  management  and  control,  the  need  for  which  is  a 
recurring  theme  in  this  report,  will  be  made  considerably  easier  by  the  existence  of  a  well- 
trained  and  efficient  financial  community. 

8.30  Responsibility  for  assisting  the  Public  Service  Commission  in  matters  related  to 
the  training  of  staff  in  the  financial  area,  overseeing  their  career  development,  and  advising  on 
their  qualifications  for  advancement  should  be  assigned  to  a  central  agency  of  the  government 
having  the  knowledge  needed  to  carry  out  this  role  of  ensuring  that  departments  are  staffed  by 
capable  financial  personnel. 
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IX  RESPONSIBILITY  FOR  FINANCIAL  MANAGEMENT  AND  CONTROL 

WITHIN  DEPARTMENTS 

9.1  The  Financial  Administration  Act  clearly  assigns  to  deputy  heads  most 
responsibilities  for  financial  management  and  control  within  their  departments.  This  report 
in  no  way  seeks  to  alter  these  responsibilities  which  are  necessary  if  deputy  heads  are  to  be 
held  fully  accountable  to  the  ministers  to  whom  they  report,  to  the  Prime  Minister  who 
appoints  them,  and  to  the  Treasury  Board  representing  the  collective  responsibility  for 
financial  administration  of  the  government  as  a  whole.  Proposals  contained  herein  are 
primarily  concerned  with  the  need  for  suitable  organizational  relationships  within  depart- 
ments so  that  financial  personnel  are  able  to  provide  the  support  to  deputy  heads  that  they 
need  and  should  expect. 

9.2  It  is  apparent  that  deputy  heads  have  not  recognized  sufficiently  the  extensive 
degree  of  their  financial  authorities  under  the  Financial  Administration  Act  and  under 
authorities  delegated  by  Treasury  Board.  All  too  often  they  attribute  weaknesses  within 
their  own  systems  to  restraints  imposed  by  central  agencies.  The  practice  in  the  United 
Kingdom,  where  "accounting  officers"  appointed  by  the  Treasury  are  responsible  for 
safeguarding  public  funds  and  for  the  regularity  and  propriety  of  their  expenditure,  might 
usefully  be  adopted  by  the  Canadian  government.  In  Canada,  as  in  the  United  Kingdom,  in 
applying  this  practice  it  would  be  appropriate  to  appoint  the  deputy  head  as  the  "account- 
ing officer".  This  would  formally  recognize  the  extensive  authority  now  delegated  to  deputy 
heads  under  the  Financial  Administration  Act  and  by  Treasury  Board.  It  would  also 
recognize  that  financial  and  other  management  responsibilities  are  intertwined  and  can 
only  be  integrated  by  the  deputy  head,  or  by  an  officer  of  equivalent  status.  Adoption  of  this 
practice  in  Canada,  while  perhaps  partially  symbolic,  would  emphasize  the  responsibility  of 
the  deputy  head  for: 

all  aspects  of  financial  administration  within  his  department; 

avoidance  of  waste  and  extravagance; 

-  proper  staffing,  to  ensure  that  the  financial  authorities  he  delegates  are  effectively 
utilized; 

safeguarding  public  property  of  all  types;  and 

-  ensuring  that  charges  to  appropriations  are  in  accordance  with  the  purposes  and 
terms  on  which  they  are  granted  by  Parliament. 

9.3  In  the  United  Kingdom,  "principal  financial  officers"  are  appointed  to  assist 
each  "accounting  officer".  Their  influence  within  departments  arises  not  only  from  the  fact 
that  they  have  direct  access  to  their  "accounting  officers",  but  also  because  it  is  generally 
recognized  that  it  is  their  role  to  ensure  that  departmental  actions  can  be  defended  if 
financial  improprieties  are  raised  before  the  Public  Accounts  Committee  by  my  equivalent 
in  the  United  Kingdom,  the  Comptroller  and  Auditor  General. 
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9.4  This  chapter  of  the  report  deals  with  the  organization  for  financial  manage- 
ment and  control  within  departments  with  primary  emphasis  on  the  manner  in  which 
financial  personnel  assist  deputy  heads  and  other  managers  with  program  responsibility  in 
properly  managing  and  controlling  financial  resources. 

DEPARTMENTAL  ORGANIZATIONAL  ARRANGEMENTS 

9.5  The  way  the  financial  function  is  organized  and  senior  financial  officers  report 
varies  greatly  from  department  to  department.  Departmental  arrangements  include  those 
where  the  head  of  the  financial  function  reports: 

directly  to  the  deputy  head  of  the  department; 

to  the  deputy  head  through  a  senior  administrative  officer  who  is  also  responsible  for 
a  number  of  other  administrative  duties,  including  personnel  in  a  few  cases;  and 

to  the  deputy  head  through  two  or  more  levels  of  senior  administrative  officers  who 
have  progressively  broader  administrative  responsibilities,  which  invariably  include 
personnel  at  one  or  other  of  these  levels. 

9.6  Departments  falling  into  each  category  do  not  appear  to  have  special  charac- 
teristics that  would  indicate  why  a  particular  organizational  plan  was  adopted.  Possibly  the 
only  general  conclusion  is  that  departments  with  highly  decentralized  operations  tend  to 
favour  having  the  financial  head  report  directly  to  the  deputy  head.  Highly  centralized 
departments  feel  able  to  combine  administrative  functions  under  a  senior  administrative 
officer  rather  than  having  the  various  units  report  separately  to  the  deputy  head. 

9.7  Possibly  personal  capabilities  govern  reporting  arrangements  since,  almost 
without  exception,  the  chief  financial  officer  reporting  directly  to  a  deputy  head  is  well 
qualified,  usually  with  professional  accounting  qualifications.  Moreover,  departments  with 
this  reporting  relationship  place  greater  emphasis  on  giving  direction  in  financial  matters  to 
field  personnel.  This  may  result  from  a  higher  level  of  skills  or  it  could  indicate  that 
financial  officers  reporting  directly  to  the  deputy  head  are  in  a  better  position  to  influence 
their  colleagues  at  lower  levels  within  the  department. 

9.8  Where  the  departmental  officer  with  the  greatest  financial  competence  re- 
ports to  the  deputy  head  through  a  senior  administrative  officer  without  similar  financial 
competence,  it  may  be  that: 

financial  management  and  control  concerns  will  not  be  adequately  expressed  at 
meetings  of  senior  management;  and 

the  status  of  the  financial  staff  will  be  lowered  to  a  point  where  program  officers  will 
not  look  to  them  as  a  source  of  advice. 

9.9  The  senior  administrative  officer  responsible  for  finance  need  not  have  profes- 
sional accounting  training  in  every  case.  This  may  well  depend  on  the  size  and  complexity 
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of  a  department's  programs.  Finance  may  well  be  combined  with  other  administrative 
functions  under  a  senior  officer  responsible  to  the  deputy  head.  However,  if  this  is  done  the 
senior  administrative  officer  responsible  for  the  combined  operation  must  have  the  qualifi- 
cations needed  to  ensure  adequate  systems  of  financial  management  and  control  and  to 
provide  competent  advice  to  the  deputy  head  and  his  senior  staff. 

9.10  Ensuring  proper  budgetary,  accounting  and  reporting  systems  and  internal 
control  procedures  requires  a  significant  degree  of  specialized  accounting  knowledge.  Advis- 
ing senior  program  personnel  on  the  financial  implications  of  their  plans  and  on  the  most 
effective  use  of  funds  requires  a  broad  knowledge  of  government  programs  and  of  budget- 
ary procedures,  as  well  as  a  knowledge  of  the  procedures  of  central  agencies.  Thus,  the 
senior  departmental  financial  officer  will  require  an  appropriate  combination  of  training 
and  experience  to  be  capable  of  handling  all  aspects  of  financial  management  and  control. 

9.11  The  responsibilities  proposed  for  the  senior  departmental  financial  officer  as 
outlined  later,  clearly  indicate  that  the  level  of  competence  and  experience  cannot  fall 
below  a  certain  minimum  if  the  financial  duties  are  to  be  performed  properly.  Too  many 
levels  of  management  between  the  deputy  head  and  the  most  senior  financial  officer  will 
inevitably  result  in  a  deterioration  in  the  quality  of  direction  to  financial  staff  throughout 
the  department,  and  may  cause  competent  staff  to  look  for  opportunities  elsewhere  in  the 
hope  of  finding  the  leadership  they  have  a  right  to  expect. 

9.12  The  senior  departmental  officer  responsible  for  financial  management  and 
control  should  report  directly  to  the  deputy  head  and  be  a  member  of  the  departmental 
management  committee.  He  should  always  have  the  training  and  experience  to  act  as  the 
deputy  head's  adviser  on  all  aspects  of  financial  management  and  control,  and  to  provide  the 
necessary  leadership  to  all  financial  staff  in  the  department. 

INTERNAL  DIRECTION  AND  GUIDANCE 

9.13  Senior  financial  officers  now  put  inadequate  effort  into  providing  technical 
guidance  to  personnel  performing  financial  duties  at  headquarters  or  in  the  field  but  who 
are  not  under  their  direct  supervision.  Also,  financial  officers  at  all  levels  do  little  to  assist  in 
selecting,  training  and  evaluating  financial  and  administrative  officers  who,  although  not 
under  their  direct  supervision,  carry  out  the  bulk  of  financial  management  and  control 
duties  by  assisting  managers  with  their  financial  responsibilities  at  operating  levels  within 
departments. 

9.14  Few  senior  financial  officers  give  effective  technical  direction  even  in  those 
areas  where  there  are  clear  opportunities  to  do  so.  For  example,  departmental  financial 
manuals  are  often  inadequate  or  not  up  to  date,  although  they  have  improved  recently, 
thanks  largely  to  the  efforts  of  the  Treasury  Board  evaluation  teams  examining  this  and 
similar  areas.  Senior  financial  officers  sit  on  selection  boards  for  recruitment  of  other  full- 
time  financial  officers,  but  they  are  seldom  involved  in  other  activities  related  to  financial 
staffing.  Similarly,  there  is  little  evidence  of  methods  of  improving  communications  between 
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head  office  and  field  financial  staff.  Senior  financial  officers  also  need  to  provide  more 
guidance  to  department  staff  carrying  out  work  of  a  financial  nature  but  reporting  to 
managers  outside  of  the  financial  function. 

9.15  This  technical  direction  or  guidance  can  take  a  variety  of  forms,  including: 

developing  and  communicating,  through  departmental  financial  manuals,  the  forms 
to  be  used  and  the  procedures  to  be  followed  in  carrying  out  specified  financial 
activities; 

-  communicating  information  on  new  financial  policies  and  procedures  through  manu- 
als and  directives,  field  visits  and  periodic  meetings; 

advising,  on  request,  as  to  the  best  method  of  dealing  with  financial  problems  of  a 
non-recurring  nature  or  beyond  the  competence  of  the  individual  concerned;  and 

monitoring  the  performance  of  financial  personnel  in  the  field,  as  a  basis  for  advising 
on  appraisals  of  their  performance,  training,  career  development  and  other  staffing 
matters. 

9.16  This  need  for  direction  in  financial  matters  applies  not  only  to  full-time 
financial  staff  in  the  field  and  in  the  headquarters  units  of  department  programs,  but  also  to 
other  administrators  involved  to  any  significant  extent  in  activities  of  a  financial  nature. 

9.17  Many  departments  have  trouble  recruiting  the  calibre  of  financial  officer  they 
need  and  in  keeping  them  long  enough.  The  resulting  high  vacancy  and  turnover  rates  have 
adversely  affected  departmental  financial  management  and  control  systems  in  the  following 
ways: 

-  when  staff  shortages  develop,  essential  control  and  transaction  processing  procedures 
get  priority  over  provision  of  services  and  information; 

-  with  staff  changing  rapidly,  financial  officers  do  not  get  a  chance  to  learn  enough 
about  departmental  programs  to  give  the  advice  expected  of  them.  Also  program 
managers  and  financial  officers  do  not  get  time  to  develop  the  mutual  respect  and 
confidence  needed  for  a  team  approach  to  solving  financial  problems  and  developing 
more  effective  financial  management  tools;  and 

-  rapid  staff  turnover  inhibits  the  development  of  effective  financial  systems  since  the 
time  span  for  system  design,  development  of  procedures  and  forms,  training  of  staff 
and  implementation  may  cover  several  years,  with  changes  often  only  being  possible 
at  specific  times  within  a  fiscal  year. 

9.18  These  are  not  easy  problems  to  resolve.  However,  they  do  indicate  the  need 
for  stronger  leadership  to  compensate  for  the  lack  of  experienced  financial  staff  in  the  field 
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and  to  ensure  proper  emphasis  on  the  advisory  and  innovative  aspects  of  financial  manage- 
ment. It  may  well  be  necessary  to  impose  tighter  controls  over  expenditures  and  to  decen- 
tralize at  a  slower  pace  because  of  the  scarcity  of  qualified  financial  personnel. 

9.19  Senior  departmental  financial  officers  ought  to  give  greater  direction  or  guid- 
ance to  staff  performing  financial  management  and  control  duties  within  departments.  This 
should  include  as  a  minimum: 

-  comprehensive  departmental  financial  manuals; 

-  personal  contacts  with  financial  and  other  officers  to  whom  they  give  technical  direction, 
including  formal  meetings,  and  periodic  field  visits;  and 

-  participation  in  the  selection,  training  and  evaluation  of  financial  staff,  even  where  they 
are  not  directly  under  their  supervision. 

SCOPE  OF  RESPONSIBILITIES  OF  FINANCIAL  STAFF 

9.20  The  present  system  of  financial  management  in  departments  tends  to  place 
more  emphasis  on  keeping  expenditures  within  allotment  limits  then  on  making  the  most 
effective  use  of  available  funds.  Obtaining  and  controlling  cash  appropriations  is  the  pri- 
mary preoccupation  of  financial  staff  in  many  departments  rather  than  assisting  in  manag- 
ing and  controlling  financial  resources.  This  lack  of  concern  about  the  effectiveness  or 
efficiency  of  spending  has  been  accentuated  by  the  ease  with  which  money  can  be  transfer- 
red within  broadly  defined  appropriations,  and  the  extent  to  which  surpluses  are  available 
within  appropriations  under  present  budgeting  methods. 

9.21  Because  of  the  procedures  they  must  follow,  program  managers  regard  data 
submitted  by  them  to  Treasury  Board  or  furnished  to  them  by  the  centralized  financial 
reporting  system  as  of  such  questionable  validity  that  they  lack  a  commitment  to  adhere  to 
budget  proposals  or  to  use  information  reported  by  the  financial  system.  Too  often  manag- 
ers are  not  told  why  their  budgets  are  reduced  or  how  they  should  modify  spending  to 
accommodate  these  reductions.  All  this  tends  to  make  program  managers  look  on  the 
budgeting  process  and  the  review  of  financial  reports  as  merely  academic  exercises  that 
detract  from  their  real  job  —  to  get  on  with  the  program  or  activity  for  which  they  are 
responsible. 

9.22  The  responsibilities  falling  within  the  ambit  of  the  senior  financial  officer  in 
almost  all  departments  are  too  narrowly  circumscribed.  There  is  a  general  lack  of  recogni- 
tion within  the  departments  that  internal  control  should  permeate  all  aspects  of  administra- 
tion and  that  the  senior  financial  officer  ought  to  be  responsible  for  ensuring  proper 
financial  controls,  even  in  areas  where  responsibility  in  other  respects  is  assigned  to  others. 

9.23  Surprisingly,  senior  financial  officers  often  do  not  see  their  role  as  encompass- 
ing the  internal  control  aspects  of  other  administrative  areas  or  else  they  have  been  denied 
any  involvement  in  them.  This  situation  is  allowed  to  continue  because  of  the  fact  that  in 
many  departments  the  senior  administrative  officer  responsible  to  the  deputy  head  for  the 
financial  function  does  not  have  the  background  that  would  make  him  aware  of  the 
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importance  of  proper  financial  control.  Controls  over  inventories,  fixed  assets  and  payrolls 
in  many  departments  are  inadequate.  Internal  audit  programs  do  not  expose  those  inade- 
quacies since  they  also  tend  to  be  based  on  the  same  narrow  perception  of  the  scope  of 
financial  controls.  Senior  financial  officers  need  greater  responsibility  for  ensuring  that 
adequate  financial  controls  exist  with  respect  to  inventories,  fixed  assets,  revenues,  payrolls 
and  similar  areas  that  may  not  be  under  their  direct  supervision. 

9.24  The  growing  emphasis  on  the  development  of  sophisticated  management 
information  systems,  and  the  greater  use  of  computers  for  all  data  processing  purposes,  may 
lead  to  a  tendency  to  move  away  much  of  the  routine  record  keeping  related  to  accounting, 
budgeting  and  management  reporting  from  the  direct  supervision  of  financial  officers.  This 
should  not  lessen  in  any  way  their  responsibility  for  the  effectiveness  of  the  financial 
information  system  and  for  the  usefulness  of  the  information  generated  for  it  through  these 
outside  sources. 

9.25  If  there  is  to  be  greater  accountability  for  public  funds,  as  this  report  ad- 
vocates, the  role  of  the  senior  financial  officers  in  departments  must  change.  Deputy  heads 
and  other  senior  personnel  must  be  able  to  look  to  them  to  ensure  that  operating  budgets  of 
managers  provide  an  effective  basis  for  budgetary  control,  and  that  financial  reports  dis- 
close variances  that  are  significant  for  purposes  of  management  action. 

9.26  The  responsibilities  suggested  for  a  senior  departmental  financial  officer  are 
designed  to  reflect  the  objective  of  having  him  serve  as: 

-  the  senior  financial  adviser  to  the  deputy  head  and  senior  program  managers; 

the  senior  officer  responsible  for  departmental  systems  of  financial  administration; 
and 

an  independent  monitor  of  what  is  done  by  other  departmental  personnel,  to  ensure 
financial  probity  and  the  accurate  disclosure  of  information  on  financial  plans  and 
results. 

9.27  As  an  example  of  this  monitoring  role,  the  senior  departmental  financial 
officer  should  have  responsibility  for  signing  departmental  budgetary  submissions  and 
financial  statements  to  indicate  that  he  is  satisfied  the  submissions  and  statements  are 
accurately  and  fairly  presented. 

9.28  Other  responsibilities  that  should  be  carried  out  by  financial  officers  are: 

Operations 

designing  and  operating  accounting  and  financial  reporting  systems; 

-  designing  and  keeping  up  to  date  the  departmental  classification  of  accounts; 
forecasting  cash  requirements;  and 
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-  co-ordinating  and  consolidating  information  for  Program  Forecasts,  Estimates  and 
Public  Accounts. 

Advice 

advising  the  deputy  head  and  program  managers  on  their  needs  in  the  area  of 
financial  administration  and  on  the  financial  implications  of  their  plans  and 
decisions; 

supporting  the  deputy  head  in  meetings  with  outside  agencies,  such  as  the  Treasury 
Board  and  the  Public  Accounts  Committee; 

interpreting  legislative,  regulatory,  and  other  financial  requirements  of  Parliament 
and  the  central  agencies;  and 

co-ordinating  and  assembling  financial  data  for  use  in  preparing  budgets. 

Control 

reviewing  budgetary  submissions  to  verify  costs  and  adherence  to  instructions; 

developing  appropriate  output  and  performance  measures; 

analysing  variances  between  budgeted  and  actual  figures  in  relation  to  revenues, 
expenditures  and  measures  of  performance; 

maintaining  records  to  ensure  appropriations  and  allotments  are  not  exceeded; 

-  ensuring  that  the  department's  system  of  financial  control  provides  for  adequate 
division  of  duties  and  covers  all  departmental  revenues,  expenditures  and  assets; 

directly  exercising  payment  authority  under  Section  26  of  the  Financial  Administra- 
tion Act;  and 

advising  on  the  scope,  coverage  and  results  of  financial  audits. 

Direction 

-  giving  technical  direction  on  financial  matters  to  financial  officers  and  to  administra- 
tive officers  carrying  out  financial  responsibilities  in  program  headquarters  and  field 
offices; 

providing  guidance  on  the  organization,  staffing,  training  and  evaluation  of  financial 
officers  providing  services  to  operating  managers  at  all  levels  of  the  department; 

-  ensuring  that  departmental  financial  manuals  are  complete  and  up  to  date  and  are 
distributed  to  all  staff  needing  them;  and 

developing  instructions  for  budget  preparation,  including  forms,  time-table  and  cost 
data. 
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9.29  Senior  departmental  financial  officers  ought  to  be  given  responsibility  for: 

-  providing  budgetary,  accounting  and  financial  reporting  services; 

-  ensuring  that  adequate  financial  controls  exist  on  all  assets  and  financial  transactions; 

-  advising  and  supporting  deputy  heads  and  their  staff  in  all  matters  pertaining  to 
financial  management  and  control; 

-  developing,  monitoring  and  controlling  budgetary  allocations  through  analysis  of  fi- 
nancial reports  and  ensuring  the  adequacy  of  the  systems  used  in  their  preparation;  and 

-  furnishing  technical  direction  and  guidance  to  all  personnel  within  departments  respon- 
sible for  these  duties. 

APPOINTMENT  OF  FINANCIAL  OFFICERS 

9.30  A  deputy  head  is  accountable  for  the  adequacy  of  his  department's  financial 
management  and  control  systems.  The  Financial  Administration  Act  also  spells  out  a 
number  of  specific  matters  for  which  a  deputy  is  responsible.  The  Act  emphasizes  the 
control  aspects  by  making  the  deputy  head  responsible  for  seeing  that  allotments  are  not 
exceeded,  that  sufficient  unencumbered  funds  are  available  to  discharge  commitments,  and 
that  all  requisitions  for  payment  are  lawful  charges  against  the  appropriation  concerned. 

9.31  The  Glassco  concept  of  giving  departments  much  greater  leeway  in  control- 
ling the  disposition  of  funds  appropriated  for  their  use  by  Parliament  was  intended  to 
increase  the  authority  of  deputy  heads.  However,  Glassco  also  suggested:  "The  granting  of 
greater  working  freedom  to  departments  must  be  accompanied  by  two  restraints.  First, 
departmental  managers  must  work  within  common  policy  guidelines  laid  down  by  Treasury 
Board.  Second,  the  Treasury  Board  should  concur  in  the  appointment  and  participate  in  the 
development  of  the  careers  of  the  senior  financial  officers  of  each  department  and  agency". 

9.32  Although  Treasury  Board  has  issued  a  Guide  on  Financial  Administration 
the  Secretariat  plays  virtually  no  part  in  financial  officer  appointments  which  fall  almost 
entirely  within  the  responsibility  of  departments  subject  only  to  the  approval  of  the  Public 
Service  Commission.  At  present,  Treasury  Board  has  only  limited  ability  to  ensure  that  its 
instructions  are  respected  since  senior  finance  officers  lack  what  Glassco  advocated  —  "the 
sense  that  their  future  career  rests  primarily  —  though  not  exclusively  —  on  the  assessment 
of  their  performance  by  the  staff  of  the  Treasury  Board,  rather  than  on  their  ability  to 
please  the  heads  of  their  departments". 

9.33  Proposals  in  the  next  chapter  of  this  report  are  intended  to  strengthen 
financial  management  and  control  at  the  central  level.  However,  they  will  do  so  only  if 
central  agencies  can  rely  on  the  data  and  systems  of  individual  departments.  The  Treasury 
Board  Secretariat,  even  with  implied  sanction  of  withholding  funds,  has  not  succeeded  in 
obtaining  an  adequate  standard  of  financial  management  and  control.  Non-implementa- 
tion of  the  Glassco  recommendation,  which  was  designed  to  enable  Treasury  Board  to 
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influence  the  careers  of  financial  officers,  may  be  one  of  the  principal  reasons  for  the  present 
unsatisfactory  situation.  A  central  agency  will  lack  an  essential  means  of  ensuring  that  its 
instructions  are  carried  out  unless  it  plays  an  active  role  in  the  appointment  of  senior 
financial  officers  of  departments,  and  they,  in  turn,  influence  the  appointments  of  those  to 
whom  they  give  direction.  This  would  best  be  achieved  through  co-operation  with  the 
Public  Service  Commission. 

9.34  This  is  not  intended  to  reinstate  the  situation  that  existed  before  1969  where 
departmental  treasury  officers  reported  to  the  Comptroller  of  the  Treasury.  Deputy  heads 
would  still  have  the  right  to  say  who  should  advise  them.  Recommending  that  the  appoint- 
ment of  senior  financial  officers  be  subject  to  Treasury  Board  concurrence,  Glassco  said  "it 
should  be  emphasized  that  the  departmental  finance  officers  would  not  be  officials  of  the 
Treasury  Board  simply  by  virtue  of  conferring  on  the  Board  a  voice  in  appointment".  The 
appointment  of  a  senior  departmental  financial  officer  gives  a  stronger  resource  to  a  deputy 
head  and  in  no  way  erodes  either  his  authority  or  his  responsibility. 

9.35  The  Public  Service  Commission  ought  to  appoint  senior  departmental  financial 
officers  only  after  consultation  with  appropriate  central  agencies  to  ensure  that  recognition  is 
given  to  the  qualifications  and  performance  of  the  persons  recommended  by  deputy  heads. 
Appointments  of  other  financial  officers  ought  to  be  made  within  departments  only  after  similar 
consultation  with  senior  departmental  financial  officers. 
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X  NEED  FOR  STRONGER  CENTRAL  DIRECTION 

10.1  Previously  in  this  report,  a  number  of  proposals  have  been  made  which  call 
for  either  action  or  study  by  a  central  agency.  These  include: 

studying  the  form  and  content  of  the  Estimates  and  co-ordinating  the  Public  Ac- 
counts with  them; 

-  improving  the  budgetary  process  through  clearer  communication  of  objectives  and 
priorities,  cyclical  reviews  of  all  programs,  quality  data,  and  better  communication 
and  documentation  of  procedures,  and  training  therein; 

-  approving  and  periodically  reassessing  departmental  budgetary  control  and  financial 
reporting  systems; 

studying  the  means  to  improve  the  accuracy  and  timeliness  of  accounting  and 
reporting  systems; 

-  reviewing  and  approving  financial  control  aspects  of  all  departmental  systems  in- 
volving expenditures,  revenues  and  assets; 

-  prescribing  standards  for  departmental  financial  audits; 

-  conducting  several  studies  of  personnel  systems  affecting  the  staffing  of  the  financial 
function;  and 

assisting  in  the  training  and  career  development  of  financial  staff  and  advising  on 
their  qualifications. 

This  emphasis  on  central,  as  compared  to  departmental,  responsibilities  reflects  the  fact  that 
this  report  deals  with  central  responsibilities  or  matters  of  government-wide  interest.  These 
government-wide  issues  were  excluded  from  reports  to  deputy  heads  of  departments  and 
agencies  because  unilateral  action  was  neither  feasible  nor  desirable. 

10.2  In  1962,  the  Glassco  Commission  recommended  a  substantial  rearrangement 
and  decentralization  of  responsibilities  for  financial  mangement  and  control  to  depart- 
ments, with  consequent  modifications  in  the  responsibilities  of  the  Treasury  Board,  its 
Chairman,  its  Secretary,  the  Department  of  Finance  and  the  Comptroller  of  the  Treasury 
(at  the  time  an  officer  of  the  Department  of  Finance  likened  by  Glassco  to  a  "a  policeman 
patrolling  the  departments  to  ensure  financial  rectitude").  It  is  readily  apparent  in  compar- 
ing the  findings  in  this  report  with  Glassco 's  that,  whereas  Glassco  found  financial  responsi- 
bilities excessively  centralized,  many  current  deficiencies  result  from  decentralization  with- 
out effective  central  direction. 

10.3  The  range  of  the  deficiencies  this  report  describes  indicates  a  need  for 
stronger  central  direction  if  a  higher  standard  of  financial  management  and  control  is  to  be 
achieved  in  future.  This  chapter  concludes  the  report  by  examining  the  manner  in  which 
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central  responsibilities  are  now  exercised  and  by  describing  how  such  central  direction 
might  be  better  provided. 

PRESENT  ASSIGNMENT  OF  CENTRAL  RESPONSIBILITIES 

Treasury  Board 

10.4  Glassco  recommended  that  the  Treasury  Board,  as  a  committee  of  Cabinet, 
should  be  headed  by  a  Minister  responsible  for  the  co-ordination  of  programs  and  for  the 
general  management  of  the  Public  Service  but  with  no  departmental  responsibilities. 
Glassco  visualized  as  "serving  the  Board  —  and,  when  necessary,  Cabinet  itself  —  the 
Secretary  and  a  compact  highly  qualified  staff*".  As  to  the  latter,  Glassco  saw  three  main 
divisions  identified  as: 

•  "A  program  division,  concerned  with  the  analysis  of  program,  the  review  of 
departmental  estimates,  and  the  framing  of  general  standards  of  administration. 

•  "A  personnel  division,  concerned  with  personnel  policy  and  standards  of  person- 
nel management,  and  staff  relations  in  the  public  service. 

•  "An  administrative  improvement  division  to  stimulate  and  guide  an  urgently 
needed  program  of  continuous  improvement  in  operating  systems  and  procedures 
throughout  the  machinery  of  government". 

In  addition,  the  staff  of  the  Treasury  Board  would  share  the  tasks  of  "reviewing  the  plan  of 
organization  of  the  government  and  identifying  necessary  adjustments,  of  appraising  the 
performance  of  departments  and  the  abilities  of  senior  administrators,  and  generally  of 
fostering  improved  management  and  strong  administrative  leadership  throughout  the  pub- 
lic service". 

10.5  The  Financial  Administration  Act  assigns  statutory  responsibility  for  financial 
administration  within  the  Government  of  Canada.  It  gives  the  Treasury  Board  many,  but 
not  all,  central  responsibilities  for  ensuring  adequate  financial  mangement  and  control. 
Section  5  sets  out  broad  general  responsibilities  for  financial  management  and  accounts. 
Section  6  defines  the  regulatory  power  in  respect  of  certain  of  these  responsibilities.  More 
than  20  other  sections  give  the  Treasury  Board  authority  to  issue  regulations,  to  take 
specific  action,  or  to  make  recommendations  to  the  Governor  in  Council.  Many  of  these 
responsibilities,  some  of  which  date  back  to  the  original  Act  in  1951,  have  never  been 
exercised. 

10.6  The  existence  of  the  Comptroller  of  the  Treasury  may  explain  the  reason  for 
Treasury  Board's  inaction  until  1969.  Staffs  of  the  Comptroller  and  of  Treasury  Board  were 
closely  related  to  each  other  since  both  were  employees  of  the  Department  of  Finance  until 
1965.  The  Comptroller  of  the  Treasury  supplied  departments  and  agencies  with  most  of  the 
financial  services  that  they  had  available.  Also  he  could  reject  any  requisition  for  payment 
from  the  Consolidated  Revenue  Fund  if  he  decided  that  it  was  not  a  lawful  charge,  would 
result  in  a  payment  in  excess  of  an  appropriation,  or  would  leave  a  balance  that  would  not 
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be  sufficient  to  meet  commitments  charged  against  it.  Thus,  the  Treasury  Board  had  little 
need  to  issue  regulations  or  other  instructions.  In  fact,  the  Comptroller's  own  manual,  rather 
than  any  Treasury  Board  instructions,  served  as  the  main  source  of  instruction  on  financial 
management  and  control. 

10.7  In  1969  the  situation  changed.  Amendments  to  the  Financial  Administration 
Act  made  deputy  heads  of  departments  and  agencies  primarily  responsible  for  financial 
management  and  control.  The  position  of  the  Comptroller  of  the  Treasury  was  abolished, 
with  his  staff  forming  the  nucleus  for  the  Services  section  of  DSS  which  supplies  services  in 
the  financial  area  principally  at  the  request  of  the  departments  served.  It  would  appear  that 
Treasury  Board  did  not  react  to  the  changes  at  the  time,  except  to  issue  such  regulations  as 
were  necessary  to  provide  for  the  new  relationship  between  DSS  and  departments  and 
agencies. 

10.8  About  the  same  time,  the  internal  organizational  arrangements  recom- 
mended by  Glassco  for  Treasury  Board  were  changed  with  the  disbanding  of  the  Manage- 
ment Improvement  Branch,  which  had  played  the  role  of  Glassco 's  "administrative  im- 
provement division",  and  the  creation  of  two  new  branches:  the  Planning  Branch  and  the 
Administrative  Policy  Branch.  As  a  result,  financial  management  and  control  responsibili- 
ties became  divided  among  three  branches: 

Program,  for  resource  allocation  and  budgetary  control; 

Planning,  for  a  broad  range  of  planning  and  evaluation  techniques,  including  inter- 
nal audit;  and 

-     Administrative  Policy,  for  all  other  financial  management  matters. 

10.9  As  one  of  its  first  major  endeavours  the  new  Administrative  Policy  Branch 
reviewed  the  quality  of  financial  management  and  control  in  a  sample  of  departments.  This 
led  to  the  issue  in  1973  of  the  Guide  on  Financial  Administration  for  Departments  and 
Agencies  of  the  Government  of  Canada.  It  set  out,  as  stated  in  the  foreword,  "a  course  of 
action  for  deputy  heads  to  follow  in  discharging  their  responsibilities  for  financial  adminis- 
tration". In  1974,  the  Branch  began  an  evaluation  of  departmental  adherence  to  the 
directives  and  guidelines  contained  in  the  Guide,  and  became  increasingly  active  in  encour- 
aging improvements  in  financial  administration  in  line  with  them. 

10.10  The  Board  in  late  1974  appointed  an  Assistant  Secretary,  Financial  Adminis- 
tration, within  the  Administrative  Policy  Branch.  This  officer's  staff  recommends  financial 
administration  policies  for  Board  approval,  and  evaluates  departmental  financial  systems. 
He  is  not,  however,  involved  in  instructions  to  departments  regarding  budgetary  submis- 
sions to  Treasury  Board  or  for  advising  on  authorities  granted  to  departments  through 
annual  and  other  appropriations  giving  specific  statutory  authority  for  actions  which  often 
are  exceptions  to  the  general  requirements  of  the  Financial  Administration  Act.  Budgetary 
submissions  to  Treasury  Board  provide  the  basis  for  most  departmental  budgetary 
processes,  and  govern  most  of  their  other  financial  processes,  but  the  Assistant  Secretary, 


Financial  Administration  is  not  generally  consulted  to  ensure  that  budgetary  procedures 
and  proposals  give  adequate  consideration  to  matters  of  financial  control.  Even  though 
OPMS  is  an  important  means  for  budgetary  control,  as  well  as  for  resource  allocation,  it 
remains  a  responsibility  of  the  Planning  Branch  which  developed  it.  Thus,  three  branches  of 
the  Secretariat  share  responsibility  for  the  matters  which  are  the  subject  of  this  report. 

Department  of  Supply  and  Services 

10.11  The  Services  component  of  DSS  provides  a  wide  range  of  services  to  depart- 
ments on  request,  including  data  processing,  accounting,  auditing  and  financial.  In  this 
service  role,  DSS  may  become  aware  of  departmental  practices  which  contravene  parlia- 
mentary and  Treasury  Board  instructions  but  it  is  not,  as  a  service  agency,  in  any  position  to 
stop  or  draw  attention  to  them.  As  a  result,  neither  Parliament  nor  Treasury  Board  can 
expect  it  to  enforce  instructions  if  a  deputy  head  wishes  to  ignore  them. 

10.12  The  Minister  of  Supply  and  Services  serves  also  as  Receiver  General  for 
Canada.  The  Minister  has  direct  responsibility  for  cash  receipts  in  to  and  cash  disburse- 
ments out  of  the  Consolidated  Revenue  Fund,  and  for  the  central  accounts  of  Canada,  as 
well  as  for  the  preparation  of  the  Public  Accounts.  These  responsibilities,  however,  are  not 
the  Minister's  alone.  The  law  assigns  to  the  Minister  of  Finance  responsibility  for  managing 
the  Consolidated  Revenue  Fund,  the  form  of  the  Public  Accounts,  and  the  accounts  to  be 
kept  in  respect  of  assets  and  direct  and  contingent  liabilities.  Accounts  in  respect  of  expendi- 
tures, revenues  and  other  payments  in  to  and  out  of  the  Consolidated  Revenue  Fund  are 
subject  to  Treasury  Board  regulations. 

Department  of  Finance 

10.13  The  law  does  not  set  out  as  clearly  the  Department  of  Finance's  responsibili- 
ties in  the  area  of  financial  management  and  control.  Generally,  it  can  be  said  that,  despite 
statutory  responsibilities  assigned  to  the  Minister  of  Finance,  the  Receiver  General's  staff  is 
responsible  for  the  day-to-day  operation  of  the  Consolidated  Revenue  Fund,  and  produces 
the  Public  Accounts  and  the  government's  financial  statements.  However,  the  Finance 
Minister's  role  as  the  principal  financial  adviser  of  the  government  means  that  his  views 
and  those  of  his  department  seldom  are  ignored.  When  the  Treasury  Board's  Secretariat 
and  the  Office  of  the  Comptroller  of  the  Treasury  formed  part  of  the  Department  of 
Finance,  the  formal  lines  of  responsibility  clearly  led  to  the  Minister  of  Finance.  Today  two 
other  ministers  and  their  departments  share  responsibility. 

NEED  FOR  UNIFYING  CENTRAL  RESPONSIBILITIES 

10.14  For  financial  controls  to  be  improved  in  the  manner  envisaged  in  this  report, 
leadership  is  required  from  a  central  agency.  Responsibility  for  central  direction  could 
continue  to  be  provided  by  several  central  agencies  as  at  present,  but  it  is  clear  that,  if 
controls  are  to  be  co-ordinated  and  present  deficiencies  are  to  be  remedied,  responsibilities 
should  be  unified  wherever  possible  within  a  single  central  agency. 
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10.15  The  findings  of  this  report  make  clear  the  responsibilities  that  should  be 
exercised  by  a  central  agency.  These  involve  recommending  to  Treasury  Board,  policies, 
directives  and  guidelines,  in  all  areas  of  financial  management  and  control,  providing 
interpretations  thereof  to  departments,  evaluating  departmental  financial  control  systems, 
and  providing  leadership  to  financial  staff  throughout  the  government.  This  includes: 

advising  on  the  content  of  the  Estimates  from  the  viewpoint  of  budgetary  control 
and  financial  reporting; 

-     co-ordinating  the  content  of  the  Public  Accounts  so  that  consistency  between  the 
Estimates  and  Public  Accounts  is  achieved; 

advising  on  the  accounting  practices  authorized  by  appropriations,  and  other  legisla- 
tion and  which  must  be  followed  in  preparing  the  financial  statements  of  Canada; 

approving  and  monitoring  departmental  budgetary  control,  financial  reporting  and 
cost  measurement  systems; 

preparing  government-wide  analyses  of  significant  variances  between  planned  and 
actual  financial  performance; 

prescribing  central  requirements  for  accounting  information  and  assessing  the  struc- 
ture of  accounts  used  by  departments  in  budgetary  and  financial  reports; 

setting  standards  for  and  monitoring  performance  of  internal  audits  of  financial 
compliance  and  operational  efficiency;  and 

advising  the  Public  Service  Commission  on  qualifications  of  financial  staff,  and  co- 
operating in  their  training  and  career  development. 

This  listing  of  responsibilities  demonstrates  the  close  relationship  between  budgetary  and 
other  financial  control  processes:  the  Estimates  govern  the  Public  Accounts;  they  provide 
the  basis  for  budgetary  control  reports;  and  they  determine  the  nature  of  much  of  the 
information  kept  in  the  accounts. 

Unification  within  the  Treasury  Board  Secretariat 

10.16  Treasury  Board  now  has  primary  statutory  responsibility  for  financial  man- 
agement throughout  the  government.  Therefore  it  is  the  most  logical  existing  central  agency 
to  provide  more  effective  central  direction.  Governments  often  combine  responsibility  for 
financial  controls  in  a  central  budgetary  agency  in  the  belief  that  it  has  the  reason  and  the 
means  to  cause  effective  action:  the  reason  is  that  controls  may  lessen  resource  demands; 
the  means  is  that  funds  can  be  denied  to  departments  demonstrating  lax  controls. 

10.17  Glassco  appears  to  have  believed  that,  once  his  organizational  proposals  were 
implemented,  the  Secretary  of  the  Treasury  Board  would  assume  responsibility  for  giving 
central  direction  in  matters  of  financial  controls.  The  facts  indicate,  however,  that  no 
Secretary  since  then  has  fully  assumed  this  role.  While  many  factors  may  have  contributed 
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to  this,  the  weight  of  the  Secretary's  many  other  responsibilities  would  be  justification 
enough. 

10.18  The  Program  Branch,  at  the  time  of  Glassco,  exercised  most  of  the  Board's 
responsibilities  for  financial  management  and  control.  Budgetary  control  responsibilities 
remained  with  it  when  the  Management  Improvement  Branch  was  created,  thus  perhaps 
explaining  the  latter  Branch's  treatment  of  financial  management  as  no  more  important 
than  paperwork  procedures,  operations  research,  and  other  administrative  techniques.  Only 
one  or  two  relatively  junior  officers  were  assigned  to  work  in  the  area.  When  the  Planning 
and  Administrative  Policy  Branches  were  created,  most  financial  management  and  control 
responsibilities  were  assigned  to  the  latter,  although  the  Planning  Branch  took  on  responsi- 
bilities formerly  falling  within  the  scope  of  financial  management,  involving  planning, 
information  system  and  audit  type  functions. 

10.19  As  a  result,  three  branches  of  the  Board's  Secretariat  now  share  responsibility 
for  giving  central  direction  in  matters  of  financial  management  and  control  and  only  the 
Secretary  can  co-ordinate  these  activities.  Branch  Deputy  Secretaries  are  given  considerable 
leeway  in  managing  their  branches,  and  as  a  result,  the  Secretariat  sometimes  appears  in 
the  eyes  of  departments  to  give  conflicting  directions.  If  the  Treasury  Board  is  to  give 
stronger  central  direction,  responsibility  should  be  unified  at  some  point  other  than  the 
Secretary  himself,  since  the  Secretary's  many  other  important  responsibilities  make  it 
unlikely  that  he  will  be  able  to  give  financial  management  and  control  the  attention  they 
require. 

10.20  The  findings  of  this  report  demonstrate  as  probably  the  most  major  deficiency 
the  fact  that  budgetary  control  is  not  effective  either  centrally  or  within  departments.  Any 
remedies  for  this  depend  on  plans  being  more  explicitly  stated  when  resources  are  allocated. 
Thus,  the  consolidation  of  resource  allocation  and  control  responsibilities  within  the  Pro- 
gram Branch  of  the  Secretariat  may  appear  to  make  most  sense. 

10.21  The  facts  indicate,  however,  that  the  Program  Branch  which  has  had  respon- 
sibility for  budgetary  control  has  not  been  very  active  in  giving  direction: 

vote  wordings  and  statements  of  objectives  contained  in  the  Estimates  have  progres- 
sively become  so  general  that  they  fail  to  provide  a  useful  means  of  control  by  the 
Board  and  Parliament  over  departmental  spending; 

data  are  accepted  in  budgetary  submissions  with  little  follow-up  to  determine  the 
degree  of  reliability  in  relation  to  recorded  expenditures; 

the  subject  of  allotment  control  which  was  covered  in  a  separate  chapter  in  an  earlier 
manual  was  omitted  when  the  Program  Forecast  and  Estimates  Manual  was  pre- 
pared a  decade  ago;  and 

no  reports  on  actual  expenditures  are  required  by  the  Branch  for  monitoring  depart- 
mental expenditures  in  relation  to  the  Estimates. 
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The  reasons  for  this  lack  of  interest  may  be:  the  program  and  policy  orientation  of  the 
Branch,  a  recognition  that  resource  allocation  decisions  are  often  facilitated  by  leaving 
purposes  for  which  funds  are  required  vaguely  or  generally  stated,  the  lack  of  financially 
trained  program  analysts,  the  pressure  of  other  responsibilities,  or  a  belief  that  the  Branch 
had  no  means  of  taking  action  if  departments  choose  to  ignore  plans  contained  in  Program 
Forecast  and  Estimates  submissions. 

10.22  In  the  private  sector,  decisions  on  the  allocation  of  resources  among  compet- 
ing programs  are  made  by  the  executive  of  an  organization.  Once  decisions  have  been 
made,  the  chief  executive  relies  on  his  chief  financial  officer  to  monitor  expenditures  and  to 
report  to  him  variations  from  plan. 

10.23  Good  financial  control  requires  an  appropriate  division  of  responsibilities. 
The  degree  of  division  of  responsibilities  is  of  course  a  matter  of  judgement  and  a  function 
of  the  size  of  an  organization.  Better  control,  however,  would  obviously  result  if  responsibil- 
ity for  budgetary  control  were  assigned  to  staff  other  than  those  who  review  departmental 
requests  in  the  first  place.  This  also  increases  the  likelihood  that  budgetary  control  would 
receive  the  attention  it  warrants. 

10.24  The  unification  of  responsibilities  listed  above  would  add  to  the  Board's 
duties  the  responsibility  for  accounting  and  reporting  practices  now  assigned  to  the  Depart- 
ment of  Finance.  Finance,  however,  would  continue  to  exercise  it  responsibility  for  manag- 
ing the  government's  cash  balances.  The  Receiver  General  would  remain  in  charge  of 
banking  arrangements,  including  controlling  cash  receipts  and  cheque  issue.  Thus,  there 
would  be  relatively  little  change  in  the  responsibilities  of  the  other  two  departments,  except 
that  the  Board  through  its  Secretariat  would  assume  primary  responsibility  for  establishing 
the  accounting  practices  governing  government-wide  financial  reports,  including  the  Public 
Accounts. 

10.25  The  unification  of  responsibilities  would  also  result  in  some  changes  in  the 
manner  in  which  responsibilities  are  assigned  within  the  Secretariat.  Two  options  are 
possible.  One  would  be  to  consolidate  within  a  new  branch  responsibilities  now  shared  by 
the  Program,  Planning  and  Administrative  Policy  branches;  the  other  would  be  to  leave 
responsibilities  allocated  to  the  several  branches  but  appoint  a  senior  officer  to  co-ordinate 
their  activities.  Either  approach  would  unify  responsibilities  and  provide  better  co-ordina- 
tion. The  officer  responsible  for  financial  management  and  control  under  either  alternative 
would  be  able  to  ensure  that  there  is  adequate  financial  disclosure  of  departmental  pro- 
grams, effective  control  of  appropriations,  adherence  to  Treasury  Board  requirements,  and 
probity  and  prudence  in  the  utilization  of  public  funds. 

10.26  The  need  to  provide  more  effective  central  direction  would  obviously  result  in 
some  increase  in  Treasury  Board  staff.  A  limited  number  of  senior  financial  officers  would 
be  required  to  work  with  program  analysts  in  verifying  Estimates  data,  in  reviewing 
monthly  financial  statements,  and  in  preparing  such  analyses  as  are  required  by  the  Board 
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itself  or  by  analysts.  Some  strengthening  would  also  be  required  of  those  now  evaluating 
departmental  systems  or  working  in  the  policy  area.  While,  in  total,  their  numbers  would 
not  be  great,  this  would  result  in  a  significant  expansion  of  the  Secretariat,  a  consequence 
that  should  not  be  ignored  in  view  of  the  fact  that  it  is  obviously  desirable  to  keep  the 
Secretariat  as  small  as  possible  so  that  administrative  problems  do  not  get  in  the  way  of  the 
more  vital  policy  roles  to  which  the  Secretariat  must  give  priority. 

Unification  within  another  central  agency 

10.27  Responsibility  for  providing  central  direction,  before  the  Glassco-instigated 
organizational  changes,  was  clearly  centred  in  the  Minister  of  Finance.  He  was  chairman  of 
Treasury  Board  and  the  Secretary  of  the  Board  was  a  member  of  his  Department;  the 
Comptroller  of  the  Treasury  reported  to  him  and  his  staff  were  also  members  of  the  Finance 
Department. 

10.28  Some  governments  and  some  organizations  in  the  private  sector  assign 
financial  control  responsibilities  to  a  finance  department  since  this  combines  the  function  of 
obtaining  funds  with  controls  over  their  utilization.  Such  an  arrangement  makes  most  sense 
when  revenues  and  expenditures  have  to  be  kept  in  balance.  Today,  while  advice  on  fiscal 
policy  originates  in  Finance,  ultitmate  responsibility  for  determining  the  levels  of  expendi- 
tures and  revenues  and  the  balance  between  the  two  rests  with  Cabinet  and  its  Committee 
on  Priorities  and  Planning.  Thus,  placing  greater  responsibility  for  financial  control  in  the 
Department  of  Finance  does  not  have  the  same  advantages,  particularly  since  few  financial 
control  responsibilities  remain  there  today. 

10.29  Placing  additional  control  responsibilities  with  the  Services  component  of  the 
Department  of  Supply  and  Services  would  also  be  undesirable  since  it  would  be  inconsistent 
to  provide  services  to  deputy  heads  and  at  the  same  time  to  exercise  controls  over  them  in 
related  matters.  Moreover,  the  large  number  of  clerical  and  administrative  staff  which  DSS 
requires  to  provide  services  would  tend  towards  the  types  of  clerical  controls  that  character- 
ized the  Office  of  the  Comptroller  of  the  Treasury  and  which  undermined  the  authority  of 
deputy  heads  and  the  sense  of  responsibility  of  their  financial  staffs  prior  to  1969. 

10.30  If  the  Treasury  Board  Secretariat  does  not  assume  the  central  leadership  role 
in  matters  of  financial  management  and  control,  it  would  be  better  to  create  a  new  central 
agency  headed  by  a  person  reporting  directly  to  a  minister  of  the  government.  This  has  the 
disadvantage  of  creating  a  new  agency  with  continuing  needs  for  co-ordination  of  responsi- 
bilities, as  well  as  the  additional  costs  it  might  entail.  However,  it  has  the  advantage  of 
ensuring  that  the  financial  function  would  receive  the  attention  of  a  minister  and  that  the 
agency  would  not  be  distracted  by  the  pressure  of  competing  responsibilities.  If  this  course 
of  action  were  chosen  it  would  be  essential  that  the  head  of  the  agency  be  regarded  as  the 
senior  official  of  the  government  in  all  matters  of  financial  management  and  control.  Close 
relationships  would  be  required  with  the  Treasury  Board's  Program  Branch  to  co-ordinate 
the  resource  allocation  process  with  financial  control  functions.  The  Board  in  all  other 
respects  should  not  seek  to  build  up  an  independent  capacity  to  monitor  departmental 
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expenditures  and  to  review  departmental  control  systems,  but  should  rely  on  the  new 
agency  as  its  primary  source  of  advice  on  financial  control  matters. 

EFFECTIVE  LEADERSHIP 

10.31  Whatever  organizational  arrangement  is  adopted,  the  senior  officer  responsi- 
ble for  financial  management  and  control  in  the  Government  of  Canada  should  have  a 
status  which  makes  it  appropriate  for  him  to  have  direct  access  to  deputy  heads  and  they  in 
turn  to  consult  him  without  fear  of  offending  their  financial  advisers.  In  addition,  the 
responsible  officer  should  be  senior  enough  to  permit  him  to  give  technical  direction  to 
senior  financial  officers  of  departments  on  matters  affecting  the  government  as  a  whole. 

10.32  Status  alone  will  not  ensure  that  the  direction  given  will  be  that  required.  The 
person  must  also  have  the  experience  and  knowledge  necessary  to  be  able  to  influence 
deputies  and  their  staffs.  He  should: 

have  exercised  both  operating  and  financial  responsibilities  during  his  earlier  career 
either  within  or  outside  government; 

be  recognized  as  a  leader  within  the  financial  community  in  government;  and 

have  demonstrated  the  wisdom  required  to  counsel  on  policy  matters. 

10.33  In  addition  the  incumbent  should  not  regard  the  position  of  the  chief  finan- 
cial officer  of  the  government  as  a  stepping  stone  to  other  jobs.  If  he  is  to  be  responsible  for 
reviewing  departmental  systems  and  performance,  he  must  be  able  to  do  so  without  concern 
for  any  adverse  affect  this  may  have  on  his  future  career.  This  objective  would  be  attained 
only  if  the  position  were  one  that  would  be  regarded  as  the  pinnacle  of  a  person's  career. 

10.34  The  major  thrust  of  the  responsible  organization  should  be  to  provide  leader- 
ship to  departmental  financial  officers,  who  should  be  the  main  source  of  information 
required.  If  a  large  central  staff  should  result,  this  may  indicate  that  the  central  agency  has 
adopted  a  policy  of  detailed  intervention  in  departmental  financial  processes  rather  than 
providing  the  leadership  that  is  required. 

10.35  It  is  recognized  that  staff  of  the  type  required  to  provide  effective  central 
direction  will  be  difficult  to  find  and  retain,  particularly  since  departments  now  have  many 
vacant  positions  and  are  having  difficulty  filling  them.  The  organization's  first  duty  should 
be  to  attract  and  train  staff  with  the  necessary  qualifications,  and  then  to  improve  the 
overall  quality  of  financial  services  in  departments  and  agencies  through  a  program  of 
career  development  for  financial  officers  in  the  government  as  a  whole,  involving  periods  of 
experience  in  both  departments  and  central  agencies. 

10.36  All  the  recommendations  in  the  report  have  as  their  objective  the  improvement  of 
financial  controls.  The  more  significant  ones,  either  specifically  or  by  implication,  recognize  the 
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need  for  a  central  agency  to  supply  overall  direction.  It  is  clear  that  if  controls  are  to  be  co- 
ordinated and  are  to  operate  effectively,  responsibility  for  the  following  activities  should  be 
clarified  and  unified  wherever  possible: 

recommending  government  policies,  directives  and  guidelines  in  the  area  of  financial 
management  and  control,  and  providing  interpretations  thereof; 

advising  on  the  form  of  the  Estimates  and  Public  A  ccounts; 

assessing  departmental  program  and  activity  structures,  and  cost  and  other  measure- 
ment systems  in  support  of  them; 

approving  and  monitoring  departmental  budgetary  control,  financial  reporting  and 
financial  control  systems; 

-     providing  analyses  of  variances  between  planned  and  actual  financial  performance; 

establishing  standards  for  and  monitoring  internal  audit  practices  within  departments 
and  agencies; 

establishing  the  accounting  practices  governing  the  financial  statements  and  Public 
A  ccounts  of  Canada;  and 

assisting  the  Public  Service  Commission  in  the  selection,  training  and  career  develop- 
ment of  financial  staff. 
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FINANCIAL  MANAGEMENT  AND  CONTROL  STUDY 
APPENDIX  CONTAINING  REPORTS  TO  DEPARTMENTS  AND  AGENCIES 

INTRODUCTION 

The  financial  management  and  control  study  involved  examining  28  departments  and 
agencies.  The  observations  and  recommendations  reported  to  each  deputy  head,  and  their 
responses  thereto,  are  attached. 

Each  department  and  agency  was  reviewed  by  an  audit  team  which  examined  depart- 
mental procedures  in  depth,  interviewing  a  sample  of  departmental  managers  including  line 
managers  and  most  senior  officers  involved  directly  in  providing  financial  management  and 
control  services.  Since  this  study  was  designed  to  be  a  systems  review,  examination  of 
financial  records  and  individual  financial  transactions  was  limited  to  what  was  necessary  to 
understand  and  check  information  obtained  from  departmental  documentation  and  inter- 
views. Therefore  the  reports  to  departments  primarily  contain  observations  and  recommen- 
dations concerning  systems,  and  not  specific  transactions  which  may  have  come  to  the 
attention  of  the  audit  teams. 

Interim  reports  setting  forth  our  findings,  analysis  and  recommendations  were  submitted 
to  each  department  and  agency.  Following  meetings  with  the  deputy  heads  and  their  senior 
financial  advisers  to  verify  findings  and  to  discuss  observations  and  recommendations, 
summaries  were  prepared  to  which  departments  were  asked  to  respond.  These  summaries 
and  departmental  responses  as  agreed  to  by  deputy  heads  are  printed  in  full  in  this 
appendix. 

All  programs  and  entities  of  each  department  or  agency  were  covered  in  the  review, 
except  where  the  summary  states  otherwise. 

In  reviewing  these  summaries  the  following  matters  should  be  noted: 

the  summaries  contain  a  listing  of  system  deficiencies.  The  length  of  this  listing  does 
not  provide  any  indication  of  the  relative  quality  of  the  systems  of  various  depart- 
ments, but  rather  reflects  the  style  of  reporting  of  some  sixteen  different  teams; 

the  summaries  do  not  make  any  reference  to  those  areas  where  departmental  sys- 
tems are  well  designed  since  the  object  of  the  study  was  to  identify  weaknesses  and 
indicate  possible  corrective  actions; 

matters  viewed  as  being  attributable  to  inadequacies  in,  or  constraints  imposed  by 
government-wide  personnel,  budgetary,  financial  reporting  and  other  administrative 
systems  are  not  dealt  with  extensively  in  these  summaries  since  it  was  felt  that 
departments  could  not  be  expected  to  take  unilateral  action  in  these  situations; 
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the  order  of  presentation  of  observations  and  findings  does  not  correspond  to  that 
used  in  the  main  part  of  the  Supplement,  since  the  latter  was  arrived  at  after  many  of 
the  summaries  had  been  provided  to  departments; 

emphasis  in  the  summaries  is  placed  on  recommendations.  Where  the  recommenda- 
tions do  not  sufficiently  explain  the  problem,  a  separte  paragraph  precedes  one  or 
more  recommendations.  Departments  were  asked  to  reply  only  to  the 
recommendations; 

-  no  attempt  has  been  made  to  verify  that  the  actions  indicated  in  departmental 
responses  have  been  taken  or  that  they  have  been  effective  in  remedying  the  short- 
comings contained  in  our  observations  and  recommendations. 

These  summary  reports  to  departments  should  be  read  in  context  of  the  full  Supplement. 
The  major  deficiencies  in  financial  management  and  control  procedures  identified  in  the 
summary  and  the  main  body  of  the  Supplement  apply  to  most  departments  and  agencies. 
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DEPARTMENT  OF  AGRICULTURE 

Observations  and  Recommendations  as  at  November  1974. 
Departmental  Comments  as  at  March  1975. 

Our  study  of  the  Department  of  Agriculture  was  confined  to: 

The  Administration  Program 

The  Research  Program 

The  Production  and  Marketing  Program 

The  Health  of  Animals  Program 

The  Race  Track  Supervision  Revolving  Fund 


OBSERVATIONS  AND 
RECOMMENDATIONS 

ORGANIZATION  AND  STAFFING 

•  The  scope,  quality  and  potential  effectiveness 
of  financial  management  in  the  Department  is 
impaired  by  high  turnover  and  by  difficulties 
in  filling  vacant  financial  administration  posi- 
tions with  experienced  and  qualified  persons. 
This  situation  could  be  improved  by  the 
clearer  definition  of  the  financial  function 
with  an  increase  in  the  authority,  responsibil- 
ity and  career  prospects  of  persons  perform- 
ing financial  functions. 

The  Department  should  ensure  that  adequate 
financial  staff  is  available  to  perform  an  effec- 
tive innovative  management-support  function 
by: 

(a)  increasing  the  strength  of,  and  perhaps  re- 
organizing, the  financial  function;  and 

(b)  giving  recruiting  efforts  high  priority. 


DEPARTMENTAL  COMMENTS 


The  Department  is  now  operating  on  the  basis 
that  program  line  managers  have  full  responsi- 
bility for  financial  administration  of  their  opera- 
tions and  that  necessary  improvements  to  the 
system  of  financial  management  and  control  can 
be  implemented  within  the  existing  decentral- 
ized organizational  structure  if  suitable  financial 
staff  can  be  retained.  The  Department  will  give 
consideration  to  appropriate  organizational  al- 
ternatives and  adjustments  and  currently  is  giv- 
ing high  priority  to  recruiting  and  reviewing 
classification  levels  of  financial  officers  and  im- 
plementing other  staffing  actions. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

FUNCTIONAL  RELATIONSHIPS 

•  Senior  financial  officers  do  not  always  partici- 
pate in  personnel  management  actions  affect- 
ing financial  or  other  officers  performing  fi- 
nancial functions  on  behalf  of  operating  man- 
agers. Functional  authorities  and  responsibili- 
ties are  not  clearly  defined  in  departmental 
manuals  and  in  organization  charts,  which 
results  in  inconsistencies  in  the  scope  and 
quality  of  financial  services  and  difficulties  in 
responding  to  and  implementing  new  ac- 
counting, control  or  financial  information 
requirements. 

The  functional  reporting  relationships  among 
senior  financial  officers  and  their  functional 
subordinates  should  be  strengthened,  clarified 
and  formally  documented  particularly  with 
respect  to: 

(a)  position  descriptions; 

(b)  classification  decisions; 

(c)  performance  evaluations; 

(d)  career  planning  and  professional  develop- 
ment; and 

(e)  review   and   determiniation   of  priorities, 
goals,  staffing  requirements  and  budgets. 


DEPARTMENTAL  COMMENTS 


The  functional  responsibility  of  senior  financial 
officers  at  the  program  level  will  be  clarified  and 
formally  documented.  Steps  will  also  be  taken  to 
ensure  adequate  participation  by  the  Director  of 
Finance,  or  his  delegate,  in  the  various  person- 
nel management  actions  affecting  financial  of- 
ficers reporting  to  operating  managers. 


FINANCIAL  FUNCTION  OF  THE 
PERSONNEL  BRANCH 

•  Identified  deficiencies  in  the  system  of  finan- 
cial controls  over  payroll  preparation  and  the 
accounting  and  reporting  of  payroll  costs  and 
man-year  utilization  data  appear  to  be  pri- 
marily attributable  to  the  sharing  of  responsi- 
bilities for  these  functions  among  financial, 
personnel  and  administrative  officers. 

The  system  of  financial  controls  operated  by 
the  Personnel  Branch,  and  all  amendments 
thereto,  should  be  subject  to  continuing  re- 
view and  approval  by  the  Senior  Financial 
Officer.  In  particular: 


A  review  of  the  system  of  financial  controls  op- 
erated by  the  Personnel  Branch,  beginning  with 
Area  Personnel  Offices  and  the  delegation  of 
authorities,  is  under  way.  A  new  manpower  staff 
reporting  system  was  implemented  in  February 
1975  and  improvements  to  this  system  will  con- 
tinue to  be  developed. 


130 


OBSERVATIONS  AND 
RECOMMENDATIONS 

(a)  responsibility  centre  managers  should  be 
required  to  give  spending  authority  on  Ex- 
tra Duty  Pay  Certificates  and  the  Personnel 
Branch  should  perform  the  appropriate 
check  to  ensure  that  delegated  authorities  in 
this  regard  are  adhered  to; 

(b)  internal  audit  should  review  the  payroll 
process;  and 

(c)  the  payroll  and  man-year  accounting  sys- 
tems should  be  effectively  integrated  with 
the  principal  accounting,  financial  report- 
ing and  budgetary  controls  of  the 
Department. 

FINANCIAL  MANUAL 

•  The  existing  financial  administration  manual 
is  not  complete.  For  example,  it  does  not  in- 
clude and  is  not  cross-referenced  to: 

(a)  concise  statements  of  the  financial  responsi- 
bilities of  those  persons  involved  in  the  sys- 
tem of  financial  management  and  control; 

(b)  financial  management  and  control  proce- 
dures documented  in  administrative  circu- 
lars and  manuals  or  personnel  and  payroll 
memoranda; 

(c)  program  forecast  and  budget  preparation 
procedures  and  controls;  and 

(d)  systems  of  internal  control  applicable  to 
special  situations  such  as  revolving  funds, 
inventories,  or  grants  and  contributions. 

The  financial  manual  should  be  extended,  us- 
ing supplements  for  each  program  where  ap- 
propriate, to  include  topics  not  now  covered 
and  to  comply  with  the  Treasury  Board 
guidelines. 


DEPARTMENTAL  COMMENTS 

Effective  integration  of  this  internal  system  with 
the  principal  accounting  and  reporting  system, 
however,  is  a  more  complex  matter  and  a  longer 
term  objective.  The  Department  is  also  consider- 
ing other  possible  alternatives  in  connection 
with  man-year  accounting  systems. 


The  Department  has  been  continuously  develop- 
ing its  financial  manual  over  the  years.  It  is  rec- 
ognized that  the  manual  is  not  complete  and 
continued  efforts  will  be  made  to  improve  and 
upgrade  it  in  response  to  requirements  identified 
by  internal  and  by  central  agency  reviews. 


DELEGATION  OF  AUTHORITIES 

•  Under  the  present  system  of  delegated  author- 
ities, a  financial  transaction  could  be  initiated 
and  approved  by  one  officer  and  not  be  sub- 
ject to  an  independent  check  and  authori- 
zation by  a  second  officer. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

The  delegation  of  authorities  should  be  re- 
vised in  accordance  with  Treasury  Board  di- 
rectives and  guidelines. 


DEPARTMENTAL  COMMENTS 

The  system  of  delegating  authorities  was  re- 
viewed by  the  Treasury  Board  and  the  Depart- 
ment in  1974.  The  Department  is  currently  de- 
veloping revised  procedures  to  rectify  identified 
deficiencies  and  to  comply  with  Treasury  Board 
directives. 


ACCOUNTING  CONTROLS 

•  There  are  certain  deficiencies  in  the  overall 
purchasing/payment  cycle  due  primarily  to 
inadequate  segregation  of  duties  associated 
with  the  processing  of  documentation  and 
other  controls.  As  a  result,  there  is  a  risk  that 
fraud,  error  or  incomplete  data  could  go 
undetected. 

The  system  of  accounting  controls  should  be 
amended  to  ensure  accuracy  and  authority 
and  an  appropriate  degree  of  completeness  of 
all  data  in  the  accounting  system.  In  particular 
there  should  be  adequate  evidence,  indepen- 
dent check  and  accounting  control  to  ensure 
that: 

(a)  prescribed  controls  are  being  adhered  to; 

(b)  potential  fraud,  errors  and  omissions  would 
be  detected;  and 

(c)  transactions  are  recorded  in  the  appropriate 
accounting  period. 

REVENUE  POLICIES 

•  No  regular  review  is  made  to  identify  in- 
stances where  it  might  be  appropriate  to  in- 
troduce a  fee  for  services  now  provided  with- 
out charge,  or  to  increase  fees  where  current 
rates  are  either  out-of-date  or  are  nominal  in 
relation  to  the  cost  of  the  services  provided. 

The  Department  should  establish  a  compre- 
hensive system  of  regularly  reviewing  the 
appropriateness  of  current  fee  schedules  and 
ensuring  that  senior  departmental  manage- 
ment and  Treasury  Board  are  kept  fully  in- 
formed as  to  the  financial  significance  of  cur- 
rent policies  and  the  potential  need  for 
revisions. 


The  Department  will  be  reviewing  in  detail  cer- 
tain aspects  of  its  accounting  controls  and  will 
implement  the  necessary  improvements  as 
quickly  as  possible. 


This  matter  was  raised  by  a  Treasury  Board 
evaluation  team  in  the  spring  of  1974  and  the 
Department  has  prepared  draft  procedures  for 
implementation  in  1975. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

INTERNAL  CONTROL  OVER  REVENUES 
AND  ACCOUNTS  RECEIVABLE 

A  lack  of  appropriate  segregation  of  duties,  so 
that  one  clerk  maintains  an  independent  con- 
trol on  the  accuracy  and  integrity  of  another, 
is  the  most  common  of  a  number  of  types  of 
identified  deficiencies  in  most  of  the  systems 
of  internal  control  over  billing,  accounting 
for,  collecting  and  depositing  revenues 
throughout  the  Department. 

The  senior  financial  officer  should  undertake 
an  in-depth  review  of  the  effectiveness  of  all 
the  systems  of  internal  control  over  revenues 
and  accounts  receivable  with  particular  em- 
phasis on  the  adequacy  of  the  division  of 
duties. 


DEPARTMENTAL  COMMENTS 


CAPITAL  EQUIPMENT 

•  There  should  be  a  specific  control  to  ensure 
that,  at  the  time  of  purchase,  each  item  of 
capital  equipment  is  recorded  in  the  otherwise 
comprehensive  subsidiary  systems  accounting 
for  these  assets. 

INVENTORIES  OF  SUPPLIES  AND 
LIVESTOCK 

The  Department  has  significant  inventories, 
which  are  attractive  and  marketable  or  of 
material  value  in  relation  to  the  budgets  of  the 
responsibility  centres  concerned,  which  are 
not  under  independent  accounting  or  budget- 
ary control.  There  are  inconsistencies  in  the 
purpose,  mechanics  and  content  of  the  Agri- 
culture Revolving  Fund  and  the  amounts  in- 
cluded in  it  are  not  material  in  relation  to  the 
total  budgets  of  the  programs  involved. 

The  Department  should: 


The  departmental  accounting  manual  prescribes 
the  basic  division  of  duties  inherent  in  controls 
over  revenue  and  accounts  receivable.  However 
it  is  recognized  that,  at  the  operational  level, 
these  controls  are  often  not  properly  interpreted 
and  applied.  This  point  was  also  raised  by  a 
Treasury  Board  evaluation  team  in  1974  and,  as 
a  result,  departmental  procedures  are  being  re- 
vised to  make  them  more  comprehensive  and 
complete.  A  continued  audit  review  of  this  area 
is  also  being  carried  out  and  will  continue  to  be 
given  emphasis  in  the  future.  The  Department 
feels  that  this  problem  can  be  most  effectively 
resolved  by  improving  procedural  directives  (as 
indicated  above)  and  by  dealing  with  specific 
deficiencies  or  problems  identified  through  the 
audit  program. 


While  the  Department  does  not  view  this  as  a 
high  priority  item,  it  will  consider  the  feasibility 
of  implementing  improved  controls  over  subsid- 
iary systems. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

(a)   establish  independent  accounting  controls 
over  major  inventories;  and 


(b)  wind  up  the  Agriculture  Revolving  Fund. 


DEPARTMENTAL  COMMENTS 

(a)  The  Department  will  pursue  the  question  of 
establishing  independent  accounting  controls 
over  major  inventories  in  those  circumstances 
where  such  controls  will  be  beneficial  and 
practicable. 

(b)  The  Agriculture  Revolving  Fund  was  estab- 
lished to  serve  an  important  need  for  short-term 
funds  for  the  purchase  of  experimental  animals, 
the  multiplication  of  new  crop  varieties  and  to 
finance  other  specified  revenue-producing 
activities. 

The  Fund  continues  to  meet  these  needs  effec- 
tively, although  its  performance  has  become  dis- 
torted over  the  years  through  presentation  in  the 
Public  Accounts  of  "Statements  of  Operations" 
which  introduce  memorandum  entries  of  over- 
head and  operational  expenses  properly  charged 
to  other  appropriations.  There  is  the  further 
anomaly  that  the  name  of  the  "Revolving 
Fund",  approved  by  Parliament  for  specific  pur- 
poses in  1952,  is  not  fully  in  accord  with  cur- 
rently-accepted definitions  of  revolving  funds 
promulgated  in  the  Treasury  Board's  Policy  on 
revolving  funds  and  working  capital  advances  in 
1970.  The  Fund  is  reported  in  the  Public  Ac- 
counts as  a  working  capital  advance. 
The  Department  is  prepared  to  respond  to  any 
valid  audit  observations  or  direction  for  im- 
proved administration  and  accounting  relative 
to  this  Fund,  or  to  change  the  name  of  the  Fund 
if  necessary,  but  does  not  agree  that  it  should  be 
closed  out. 


INTERNAL  AUDIT 

Internal  audit  reports  to  the  Director  of  Fi- 
nancial Administration.  Many  of  its  recom- 
mendations are  not  being  promptly  imple- 
mented and  insufficient  audit  coverage  has 
been  carried  out  on  the  headquarters  financial 
operations  and  the  payroll  systems.  Where 
weaknesses  in  the  financial  control  systems 
have  been  identified,  internal  audit  lacks  the 
staff  resources  to  extend  its  examinations  to 
ensure  that  undetected  fraud  or  error  does  not 
occur. 


134 


OBSERVATIONS  AND 
RECOMMENDATIONS 

The  Department  should  establish  an  audit 
committee  and  should  expand  the  present 
audit  review  over  the  financial  controls  within 
the  Financial  Administration  Division,  the 
Personnel  Branch  and  the  Program  Accounts 
Offices. 


PROGRAM /ACTIVITY  STRUCTURE 

The  program /activity  information  presented 
in  the  Estimates  and  Public  Accounts  is  of 
limited  usefulness  and  may  not  be  contribut- 
ing to  effective  parliamentary  understanding 
and  control.  This  information  is  not  founded 
on  the  basic  projects  and  processes  (activity 
elements)  which  represent  the  fundamental 
bperations  of  the  Department.  The  system  of 
budgetary  control  has  not  adequately  sup- 
ported other  efforts  to  integrate  the  concepts 
of  Planning  Programming  and  Budgeting, 
Management  by  Objectives  and  Operational 
Performance  Measurement  based  on  identifi- 
able activity  elements. 

In  accordance  with  the  Treasury  Board  Direc- 
tive, the  Department  activity  structures  should 
be  further  sub-divided  where  appropriate  to 
the  point  where  the  basic  or  lowest  levels,  the 
activity  elements,  identify  the  cost  of  the 
processes  and  projects,  or  both  which  are  car- 
ried out  to  attain  a  programs  objectives. 

The  classification  of  accounts  should  be  re- 
fined so  that  it  can  provide  all  cost  data  for 
budgetary  control  and  other  purposes,  thereby 
obviating  the  need  for  supplementary  costing 
systems  to  identify  commodity,  project  or 
process  costs. 


DEPARTMENTAL  COMMENTS 

An  audit  committee,  or  alternative  measures  to 
ensure  the  objectivity  of  internal  audit  and  an 
effective  executive  response  to  their  recommen- 
dations, will  be  established.  The  Department  is 
well  aware  that  audit  coverage  requires  expan- 
sion and  in  fact  current  and  future  plans  provide 
for  increased  coverage  in  those  areas  mentioned. 
However,  as  with  other  financial  staff,  qualified 
auditors  are  difficult  to  recruit  and  retain  and 
expansion  of  staff  is  contingent  upon  the  availa- 
bility of  additional  resources  obtainable  through 
the  program  forecast  submission.  As  in  the  past, 
available  audit  resources  will  have  to  be  concen- 
trated in  these  areas  considered  to  be  of  the 
highest  priority  to  management. 


A  special  study  team  will  be  established  to  con- 
sider further  sub-division  of  the  present  activity 
structures. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

BUDGET  PREPARATION  AND  CONTROL 

The  system  of  budget  preparation  and  review 
is  overly  dependent  on  the  abilities,  experi- 
ence, integrity  and  personal  style  of  the  indi- 
viduals involved  in  the  process.  There  is  a  lack 
of  central  direction,  of  documented  evidence, 
of  communication  of  management  decisions 
and  priorities  and  of  meaningful  information 
to  support  an  effective  review  of  new  and  con- 
tinuing programs. 

The  detailed  budgets  resulting  from  the  Pro- 
gram Forecast  and  Estimates  preparation  fre- 
quently are  not  providing  a  meaningful  basis 
for  financial  reporting  and  for  budgetary  con- 
trol throughout  the  year  as  they  do  not  repre- 
sent a  realistic  estimate  of  anticipated  costs, 
man-year  utilization  and  performance  by 
month  and  by  object  of  expenditure,  project  or 
process  against  which  managers  can  be  held 
accountable. 

There  should  be  adequate  documentation  and 
communication  of  management  priorities  and 
decisions  and  departmental  procedures  for  the 
preparation  and  review  of  program  forecasts, 
Main  Estimates  and  detailed  responsibility 
budgets. 

Detailed  responsibility  budgets,  within  the 
constraints  of  the  total  approved  Estimates, 
should  be  adjusted  so  that  they  continue  to 
provide  a  realistic  base  for  budgetary  control 
throughout  the  year. 

Accrual  accounting  and  budgeting  procedures 
should  be  established  throughout  the  Depart- 
ment for  application  in  any  instance  where 
simple  cash  data  is  not  a  meaningful  or  ap- 
propriately accurate  basis  for  identifying 
costs,  matching  costs  with  performance,  or 
otherwise  maintaining  effective  budgetary 
control. 


DEPARTMENTAL  COMMENTS 


The  Department  will  endeavour  to  improve  doc- 
umentation and  communication  to  support  the 
preparation  and  review  of  budgets  subject  to  the 
time  constraints  of  the  process  and  recognizing 
that  rarely  does  the  Department  receive  in  ad- 
vance from  the  Treasury  Board  Secretariat  de- 
finitive statements  of  Government  priorities. 


Budget  adjustment  and  accrual  accounting  pro- 
cedures will  be  developed  for  implementation  in 
appropriate  circumstances  as  required. 
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FINANCIAL  REPORTING 

•  In  almost  all  instances  responsibility  centre 
managers  use  the  prescribed  computerized 
financial  reports  only  to  compare  the  total 
year-to-date  expenditures  with  budgets  to  as- 
sess the  future  availability  of  funds.  The  re- 
ports are  not  sufficiently  complete,  accurate  or 
meaningful  for  those  managers  attempting  to 
analyse  financial  data  more  precisely  or  hold 
their  subordinates  accountable.  Generally  al- 
ternative records  or  means  of  assembling  in- 
formation are  maintained  for  them. 

The  Department  should  improve  its  use  of  the 
financial  reporting  services  of  the  Department 
of  Supply  and  Services.  In  particular,  the  fol- 
lowing should  be  provided  for: 

(a)   assembly    of   costs    in    terms    of   activity 
elements; 


(b)   accrual  accounting  techniques; 


(c)    reporting  of  monthly  data;  and 


DEPARTMENTAL  COMMENTS 


(d)  assembly  of  operational  performance  data. 


The  Department  will  work  towards  continued 
development  of  its  financial  reporting  system 
along  the  lines  recommended,  and  with  refer- 
ence to  the  specific  recommendations: 

(a)  The  existing  program-activity  structure  pro- 
vides for  the  identification  of  expenditures  by 
sub-activity  and  project.  Further  breakdown  of 
cost  elements  and  improvements  of  the  existing 
structure  will  be  pursued  as  required. 

(b)  Consideration  would  be  given  to  implemen- 
tating  accrual  accounting  techniques  in  support 
of  identified  requirements  for  cost  based  finan- 
cial data. 

(c)  Provision  of  monthly  data  in  addition  to 
year-to-date  information  generally  will  not  be 
pursued  in  a  cash  expenditure  reporting  system 
but  will  be  considered  where  it  would  contribute 
towards  more  effective  management  and  control. 

(d)  In  line  with  Treasury  Board  guidelines  the 
Department  has  initiated  a  preliminary  study  to 
consider  the  feasibility  of  implementing 
O.P.M.S.  Operational  performance  data  would 
follow  from  the  eventual  implementation  of  this 
system. 
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CANADIAN  INTERNATIONAL   DEVELOPMENT  AGENCY 


Observations  and  Recommendations  as  at  March  1975. 
Agency's  comments  as  at  July  1975. 

The  study  covered  the  financial  functions  of  all  segments  of  the  Canadian  International 
Development  Agency  (CIDA)  embracing  both  the  Agency  administration  and  aid  activities 
but  excluded  a  review  of  the  project  evaluation  procedures. 


OBSERVATIONS  AND 
RECOMMENDATIONS 

ORGANIZATION  OF  THE  FINANCIAL 
FUNCTION 

•  The  Vice-President  Administration  is  respon- 
sible for  the  internal  management  of  the 
Agency.  As  the  designated  senior  financial 
officer,  his  title  should  be  changed  to  Vice- 
President,  Finance  and  Administration.  To 
indicate  this  more  clearly,  his  financial  re- 
sponsibilities as  spelled  out  in  the  Treasury 
Board  Guidelines  should  be  clearly  stated  in 
his  position  description.  Moreover  he  should 
have  a  strong  financial  background. 

•  There  should  be  a  Director  General  of  Fi- 
nance with  strong  financial  training  and  expe- 
rience, responsible  for  effective  management 
and  reporting  to  the  Vice-President,  Finance 
and  Administration. 


FUNCTIONAL  GUIDANCE 

The  Finance  Division  takes  an  active  role  in 
departmental  administration  matters  but  does 
not  participate  in  decisions  with  financial 
implications  in  development  assistance 
activities. 
•  Financial  officers  should  provide  strong  func- 
tional support  to  operating  managers.  They 
should  participate  fully  in  decisions  having 
financial  implications  and  work  closely  with 
responsibility  centre  managers  in  preparing 
financial  plans  and  in  analyzing  financial 
reports. 


AGENCY'S  COMMENTS 


The  title  of  the  Vice-President  Administration 
has  been  changed  to  Vice-President,  Finance 
and  Administration.  The  newly-appointed  in- 
cumbent to  this  position  is  a  chartered  account- 
ant and  a  Bachelor  of  Commerce.  His  position 
description  and  the  authorities  delegated  to  him 
are  defined  in  accordance  with  Treasury  Board 
Guidelines. 


A  study  of  the  organization  of  the  Finance  Di- 
vision is  being  carried  out  by  the  Bureau  of 
Management  Consulting,  Department  of  Supply 
and  Services  and  this  recommendation  will  be 
reviewed  in  the  light  of  the  Bureau's  report.  The 
present  Director  of  Finance  has  the  required 
training  and  experience. 


Agree.  Steps  will  be  taken  to  enable  financial 
officers  to  participate  more  than  has  been  the 
case  in  the  past  in  decisions  having  financial 
implications  and  to  work  more  closely  with  line 
managers  in  the  preparation  of  financial  plans 
and  in  the  analysis  of  financial  reports. 
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RECOMMENDATIONS 


AGENCY'S  COMMENTS 


The  financial  responsibilities  and  functional 
relationship  between  the  Finance  Division 
and  the  responsibility  centre  managers  should 
be  clearly  defined  and  fully  documented. 


FINANCIAL  MANUAL 

Departmental  financial  policies  and  account- 
ing procedures  are  set  out  in  the  financial 
manual  issued  in  1971.  This  manual  is  limited 
to  broad  principles  and  guidelines  and  does 
not  spell  out  specific  procedures  to  be 
followed. 

•  The  financial  manual  should  be  extended  to 
include  specific  procedures  and  to  state  per- 
sonnel responsible  for  each.  One  person 
should  be  responsible  for  keeping  the  manual 
complete  and  up  to  date. 

POSITION  DESCRIPTIONS 

•  The  financial  responsibilities  as  outlined  in 
the  Treasury  Board  Guidelines  should  be 
clearly  set  out  in  the  job  descriptions  of  all 
management  positions,  and  should  be  up- 
dated at  regular  intervals. 

FINANCIAL  PERSONNEL 

•  The  financial  group  should  improve  its  contri- 
bution to  CIDA  management  in  terms  of 
more  effective  accounting  systems  producing 
timely  reports  that  measure  and  control  per- 
formance coupled  with  participation  in  the 
management  decision-making  process  and 
value  for  money  concepts.  To  do  so  it  will  be 
necessary  to  continue  upgrading  the  existing 
staff  through  training  and  education  and  in- 
serting a  larger  proportion  of  professionally 
qualified  people  as  openings  become 
available. 

A  comprehensive  career  guidance  program 
with  professional  development  for  financial 
staff  should  be  instituted  and  documented. 


Agree.  A  study  is  now  being  carried  out  by  the 
Bureau  of  Management  Consulting  on  the  rela- 
tionship between  the  Finance  Division  and  the 
line  managers  and  on  how  the  organization  and 
function  of  the  Division  can  best  be  structured 
and  defined  to  meet  the  needs  of  the  Agency. 


The  new  financial  procedures  manual  has  been 
completed  and  the  Director  of  Finance  has  been 
delegated  the  responsibility  to  maintain  the 
manual  up  to  date. 


This  will  be  done. 


CIDA  will  continue  its  policy  of  upgrading  ex- 
isting staff  through  training  and  education  and 
of  recruiting  professionally  qualified  staff. 


CIDA  has  had  a  program  for  providing  training 
and  professional  development  to  its  staff.  This 
program  will  be  documented. 
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RECOMMENDATIONS 

DELEGATION  OE  AUTHORITY 

•  Payment  authority  under  Section  26  of  the 
Financial  Administration  Act  should  not  be 
delegated  below  the  FI-2  level  and  should  be 
separated  from  spending  authority  under  Sec- 
tion 27  of  the  Financial  Administration  Act. 
This  should  be  evidenced  by  two  separate  sig- 
natures on  the  supporting  documentation. 


•  No  person  should  be  permitted  to  exercise  sig- 
ning authority  delegated  to  a  position  when 
he  is  on  a  acting  basis  unless  properly  desig- 
nated in  writing  by  an  officer  to  whom  the 
holder  of  the  position  reports. 

•  Delegation  of  authorities  should  be  promptly 
circulated  and  specimen  signature  cards  for- 
warded to  whom  it  may  concern  including  the 
Department  of  Supply  and  Services.  Specimen 
signature  cards  should  show  the  type,  amount 
and  details  of  authorities  granted  and  should 
be  reviewed  regularly. 

PAYROLL 

Payroll  cheques  are  distributed  to  employees 
by  Personnel  Division  which  is  also  responsi- 
ble for  input  into  the  payroll  system.  In  some 
instances  salaries  of  officers  assigned  to  one 
function  have  been  charged  to  another. 

•  To  ensure  more  effective  control,  the  Finance 
Division  should  be  responsible  for  distribut- 
ing pay  cheques  directly  to  employees  and 
also  for  monitoring  all  internal  staff  transfers. 
The  Finance  Division  should  be  given  respon- 
sibility for  implementing  a  time  reporting  sys- 
tem to  ensure  that  salary  costs  are  allocated  to 
appropriate  responsibility  centres. 

PRE-AUDIT 

Contrary  to  Treasury  Board  guidelines  pay- 
ment authority  under  Section  26  of  the  Finan- 
cial Administration  Act  is  being  granted  prior 
to  establishing  batch  control  and  there  is  no 
post-audit  performed. 


AGENCY'S  COMMENTS 


Payment  authority  under  Section  26  has,  except 
in  rare  instances,  been  delegated  separately  from 
spending  authority  under  Section  27  as  recom- 
mended by  Treasury  Board.  Where  an  officer 
has  been  delegated  both  authorities  he  must  not 
certify  under  both  simultaneously.  The  support- 
ing documentation  will  be  reviewed  and 
changed  if  required  in  order  to  ensure  visible 
evidence  of  separate  exercise  of  authorities.  The 
matter  of  delegation  of  payment  authority  to 
officers  below  FI-2  rank  will  be  reviewed. 
Done. 


This  has  been  done  since  February  11,  1975. 
Signature  cards  showing  details  of  authority  to 
be  exercised  by  persons  who  occupy  a  position 
on  an  acting  basis  or  who  have  assumed  the 
duties  of  a  position  on  an  acting  basis  have  been 
obtained  and  are  reviewed  regularly. 


These  recommendations  will  be  considered  by 
the  Bureau  of  Management  Consulting,  Depart- 
ment of  Supply  and  Services,  in  its  study  of  the 
organization  and  functions  of  the  Finance 
Division. 
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Batch  control  should  be  established  before 
Section  26  payment  authority  is  given. 


CONTROL  OVER  INVENTORIES 

•  The  responsibility  for  maintaining  inventory 
controls  over  equipment  should  be  delegated 
to  a  permanent  employee.  He  should  be  re- 
sponsible for  identifying  each  piece  of  equip- 
ment with  a  prenumbered  label,  at  least  for 
the  equipment  without  a  serial  number,  and 
he  also  would  identify  custody  of  equipment 
by  responsibility  centre. 

•  An  independent  physical  stocktaking  should 
be  performed  at  regular  periods  and  the  re- 
sults compared  with  balances  shown  on  the 
records. 

CONTRACTORS'  HOLDBACKS 

•  Procedures  regarding  accounting  controls 
over  contractors'  holdbacks  should  be 
documented. 

•  A  monthly  listing  of  all  individual  outstand- 
ing balances  should  be  issued  by  Computer 
Accounting  and  Financial  section  and  recon- 
ciled with  the  control  account. 

ADVANCE  PAYMENTS 

•  CIDA  should  not  permit  the  inclusion  of  ad- 
vance payment  clauses  in  the  loan  agreements 
entered  into  with  borrowing  countries. 


APPROPRIATENESS  OF  CONTRACTUAL 
AGREEMENTS 

•  All  loan  agreements  and  contracts  should  be 
approved  by  the  legal  advisers  before  being 
signed. 


AGENCY'S  COMMENTS 

Under  the  present  batching  procedure  every 
requisition  in  the  batch  has  been  properly  au- 
dited and  certified  under  Section  26  and  at  the 
time  the  batch  cover  sheet  with  the  overall  total 
amount  is  prepared  and  signed,  each  requisition 
within  the  batch  is  checked  and  posted  to  ledg- 
ers. It  is  considered  that  better  control  will  not 
be  gained  by  implementing  the  recommenda- 
tion. In  addition,  the  cost  of  implementing  this 
recommendation  overrides,  in  CIDA's  view  ben- 
efits to  be  achieved. 


Agree.  A  study  of  procedures  for  inventory  and 
stores  control  is  now  being  carried  out  by  the 
Bureau  of  Management  Consulting,  Department 
of  Supply  and  Services. 


Agree.  See  above. 


Agree.  These  procedures  will  be  documented  in 
the  financial  manual. 

This  is  being  done. 


Development  loans  legally  belong  to  the  bor- 
rower. Purchase  contracts  stipulate  the  method 
of  payment.  While  every  effort  will  be  made  to 
hold  to  the  very  minimum  advance  cash  pay- 
ments, occasions  will  arise,  from  time  to  time, 
when  advance  payments  must,  for  good  and 
valid  reasons,  be  made. 


Agree  in  principle.  The  Department  of  Justice 
has  been  studying  this  practice  over  the  past 
months.  Standard  agreements  and  contracts  will 
be  developed.  Others  will  be  approved  by  the 
legal  adviser. 
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ACCOUNTABLE  ADVANCES 

•  The  External  Affairs  Department  should  re- 
tain responsibility  for  controlling  and  collect- 
ing advances  to  employees  of  CIDA  living 
outside  Canada  rather  than  turning  them  over 
to  CIDA. 

TRAVEL  ADVANCES 

•  The  chief  financial  officer  should  regularly 
review  the  status  of  all  outstanding  advances. 

LOANS  AND  CHARGES  RECEIVABLE 

Principal 

•  CIDA  should  register  in  a  subsidiary  ledger 
card  all  information  pertaining  to  each  loan 
agreement  signed,  including  its  terms  and  all 
transactions  occurring  under  it  (charges,  dis- 
bursements which  constitute  the  principal, 
and  repayments  received  from  debtor).  The 
subsidiary  ledger  should  be  reconciled  to  the 
control  account  on  a  regular  basis. 

Charges 

•  CIDA  should  establish  control  accounts  for 
different  charges  receivable  in  order  to  ensure 
completeness  and  accuracy  of  all  information 
relating  to  every  loan  agreement  and  also  to 
determine  at  any  given  time  the  exact  in- 
debtedness of  each  debtor. 

Verification 

•  Follow-up  procedures  should  be  documented 
and  evidence  should  be  available  to  ensure 
that  each  debtor  is  periodically  advised  of  the 
exact  amount  owing,  including  accrued  inter- 
est or  charges  receivable  or  both,  and  that 
these  amounts  are  to  be  collected. 


AGENCY'S  COMMENTS 


Agree.  Negotiations  have  been  instituted  with 
the  Director  of  Finance  of  the  Department  of 
External  Affairs  on  this  matter. 


Agree.  This  is  now  being  done. 


Procedures  have  been  drawn  up  to  institute  the 
use  of  such  subsidiary  ledger  cards  which  are 
reconciled  to  the  control  account  on  a  regular 
basis. 


Agree.  This  will  be  done. 


Debtors  who  have,  under  terms  of  loan  agree- 
ments, undertaken  to  pay  principal  or  interest  or 
both,  are,  as  these  payments  become  due  under 
the  master  loan  agreement,  advised  semi-annu- 
ally on  the  situation  of  the  loan  and  of  the 
amounts  due  to  Canada.  If  payment  is  not  re- 
ceived by  CIDA  within  30  days,  further  remind- 
ers are  sent  to  the  borrower  through  Canada's 
diplomatic  mission  accredited  to  the  borrowing 
country.  The  present  notice  will  be  amended  to 
provide  for  a  request  for  positive  confirmation 
of  amount  owed  by  debtor. 
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INTERNAL  AUDIT 

•  An  internal  audit  unit  should  be  established 
or  an  internal  audit  done  by  an  outside  orga- 
nization such  as  Audit  Services  Bureau  of  the 
Department  of  Supply  and  Services.  The  head 
of  the  internal  financial  audit  unit  should  be 
responsible  to  a  senior  officer  of  the  Agency 
who  should  be  chairman  of  an  audit  commit- 
tee composed  of  other  senior  officers  having 
authority  in  the  areas  necessary  to  ensure  ade- 
quate consideration  of  and  effective  action  on 
the  audit  findings  and  recommendations. 

FIELD  OPERATIONAL  AUDIT 

•  Regarding  the  use  or  disctribution  of  Cana- 
dian aid,  wherever  possible  a  field  operational 
audit  should  be  performed  and  a  report  made 
to  ascertain  that  controls  and  policies  applied 
by  the  developing  countries  are  those  pre- 
viously agreed  upon  and  acceptable  to  CIDA. 

•  To  complement  the  post-audit  of  contract  pay- 
ments performed  by  the  Audit  Services 
Bureau  of  the  Department  of  Supply  and  Ser- 
vices, there  should  be  an  independent  field 
examination  in  developing  countries  to  ensure 
fulfilment  of  contractual  arrangements.  These 
functions  may  be  carried  out  internally  or  by 
an  outside  organization  under  contract  and 
the  report  made  to  the  Executive  Committee. 

PROGRAM/ACTIVITY  STRUCTURE 

The  activity  structure  appears  to  serve  mostly 
the  needs  of  the  Treasury  Board  for  negotiat- 
ing funds  and  of  the  Cabinet  for  allocating 
funds  by  country,  by  loan  and  by  food  aid. 
The  identified  activities  do  not  facilitate  the 
departmental  resource  allocation  because  they 
do  not  clearly  relate  with  the  main  and  sub- 
objectives  of  the  Program.  The  structure,  with 
the  exception  of  departmental  administration 
activity,  relates  more  to  channels  of  develop- 
ment assistance  whereas  the  objective  sets  out 
specific  types  of  assistance,  e.g.,  social  and 
economic. 


AGENCY'S  COMMENTS 


Agree.  On  March  3,  1975  CIDA  entered  into 
contractural  arrangement  with  the  Audit  Ser- 
vices Bureau  of  the  Department  of  Supply  and 
Services  to  conduct,  within  the  rules  prescribed 
by  Treasury  Board,  an  internal  financial  audit. 
An  Audit  Committee  will  be  established. 


Agree.  CIDA  does  have  an  Operational  Audit 
Division  whose  role  is  to  perform  such  audits. 
The  number  of  field  audits  has  been  somewhat 
limited  in  the  past.  Every  effort  will,  however,  be 
made  to  expand  the  capability  of  the  Audit  Di- 
vision within  budgetary  limitations. 
To  some  degree,  this  type  of  examination  is 
being  performed  by  the  Operational  Review 
Division  and  by  outside  organizations  under 
contract.  The  executive  review  is  being 
established. 
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The  activity  structure  should  be  redefined  to 
reflect  more  closely  the  stated  objectives  of  the 
program.  Administrative  expenditures  not 
directly  related  to  the  aid  activities  should  be 
dealt  with  as  a  separate  activity.  Wherever 
applicable,  sub-activities  should  identify  the 
basic  projects  which  would  be  accurately 
costed  so  that  resources  allocated  to  the  pro- 
jects would  be  measured  against  output  in 
terms  of  efficiency  and  budgetary  control. 

The  grant  to  the  International  Development 
Research  Centre  is  included  in  the  Agency's 
Estimates  only  as  a  medium  to  facilitate  the 
provision  of  funds  by  Parliament  for  the  pur- 
pose and  objectives  of  this  separate  corpora- 
tion. The  Main  Estimates  for  1974-75  show  a 
grant  to  the  Centre  of  $  19  million. 
Being  a  separate  entity,  the  International  De- 
velopment Research  Centre  should  not  be 
treated  as  an  activity  of  CIDA  and  should  not 
be  shown  as  such  in  CIDA's  Main  Estimates. 


AGENCY'S  COMMENTS 

This  has  been  looked  at  in  connection  with  the 
1976-77  program  forecast  and  changes  are 
being  made  in  the  activity  structure.  A  submis- 
sion has  been  drafted  for  presentation  to  the 
Treasury  Board,  seeking  approval  of  the 
changes.  If  approved  by  the  Board,  the  Main 
Estimates  for  1976-77  will  reflect  revised 
activities. 


This  recommendation  is  being  examined.  It  is 
one  which  has  been  of  concern  to  CIDA  for 
some  time. 


PROGRAM  FORECAST  AND  BUDGETING 

An  annual  review  of  country  program  projects 
is  carried  out  by  operating  units  in  the  Bilat- 
eral Branch,  the  largest  of  the  operating 
branches,  but  this  review  is  not  made  in  con- 
junction with  the  annual  program  forecast.  As 
a  result,  there  is  no  firm  information  base  to 
ensure  that  forecasts  reflect  executive 
priorities. 

•  The  planning  and  selection  of  projects  should 
be  integrated  with  the  annual  budgeting  exer- 
cise and  the  procedures  should  be  documented 
to  ensure  completeness,  accuracy  and  consist- 
ency of  data. 

•  The  budgeting  process  should  be  subject  to  the 
central  direction  and  control  of  a  senior  man- 
agement budget  committee.  The  detailed 
preparation  of  the  administrative  forecast  and 
of  the  aid  forecast  should  be  carried  out  as  an 
integrated  process  so  that  planning  staff  and 
other  administrative  support  requirements  is 
directly  linked  to  planning  operational 
activities. 

•  Executive  priorities  should  be  communicated 
in  writing  to  each  organizational  level  respon- 
sible for  budget  information. 


A  study  of  the  budgetary  cycle  and  processes  is 
being  carried  out  to  integrate  to  a  greater  extent 
the  country  program  review  and  other  planning 
processes  within  the  Agency  with  the  program 
forecast  made  to  Treasury  Board. 
See  above. 


See  above. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

PERFORMANCE  MEASUREMENT 

•  The  preliminary  work  with  respect  to  devel- 
opment of  performance  measurement  initi- 
ated by  the  Finance  Division  should  be  ex- 
tended to  other  branches  in  order  to  expedite 
implementation  of  an  operational  perform- 
ance measurement  system  wherever  feasible. 

VARIANCE  ANALYSIS 

•  A  meaningful  variance  reporting  system 
should  be  developed  and  documented  in  ac- 
cordance with  Chapter  VI  of  the  Treasury 
Board  Guide  on  Financial  Administration, 
whereby  variances  between  budgeted  and  ac- 
tual costs  in  relation  to  results  are  analysed 
with  a  view  to  corrective  action. 

MAIN  ESTIMATES 

Unlike  other  departments  in  the  Government 
of  Canada,  the  unexpended  balances  do  not 
lapse  under  the  special  account,  food  and 
loans  vote.  However,  all  unexpended  balances 
lapse  under  the  Administration  Vote. 

•  The  Agency  should  change  the  format  and 
content  of  its  Main  Estimates  presentation  to 
show  the  full  extent  of  its  planned  expendi- 
tures for  the  ensuing  fiscal  year.  This  presenta- 
tion should  disclose  clearly  whether  the  esti- 
mated expenditures  are  to  be  met  from  cur- 
rent appropriations  as  well  as  from  unspent 
balances  of  appropriations  carried  forward 
from  previous  years. 

CIDA  has  made  an  agreement  with  an  inter- 
national development  bank  to  collect  and  to 
reinvest  repayments  of  principal  and  interest 
on  Agency  loans  originally  made  to  individ- 
ual countries. 

•  The  Main  Estimates  should  show  funds  to  be 
reinvested  which  are  provided  from  repay- 
ments of  principal  and  interest  on  Agency 
loans  originally  made  to  individual  countries. 

•  The  wording  of  the  parliamentary  vote  for 
development  assistance  expenditures  should 
provide  the  authority  and  limits  for  forward 
commitments  since  it  involves  substantial 
amounts. 


AGENCY'S  COMMENTS 


Agree. 


Agree  in  principle.  The  extent,  however,  to 
which  variance  reporting  can  be  developed  ef- 
fectively in  CIDA  needs  to  be  determined. 


This  is  being  reviewed  with  the  Treasury  Board 
Secretariat.  In  the  interim,  a  presentation  on  this 
matter  was  submitted  to  Members  of  Parliament 
in  regard  to  the  1975-76  Main  Estimates. 


Agree.  This  is  being  reviewed  with  the  Treasury 
Board  Secretariat  with  a  view  to  implementation 
of  the  recommendation. 

Agree.  While  we  agree  in  principle  this  is  a  gov- 
ernment-wide problem  which  should  be  resolved 
by  the  Treasury  Board  Secretariat. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

•  Where  the  authority  is  requested  to  purchase 
paid-in  shares  and  callable  shares,  considera- 
tion should  be  given  to  include  consistently  in 
the  Main  Estimates  the  required  dollars  to 
fulfill  the  entire  obligations. 

APPROPRIATENESS  OF  RESPONSIBILITY 
BUDGETING 

•  To  ensure  completeness,  accuracy  and  consist- 
ency of  data,  the  Agency  should  establish  and 
document  in  a  manual  the  roles  to  be  played 
and  the  internal  procedures  to  be  followed  in 
the  budgetary  process  by  each  of  the  various 
levels  of  the  departmental  organizational  hier- 
archy, ensuring  particularly  that  the  role  of 
the  lower  levels  is  adequate  to  ensure  commit- 
ment to  budgets. 

ALLOTMENT  AND  COMMITMENT 
CONTROL 

•  The  allotment  and  commitment  control  proce- 
dures should  be  fully  documented  in  a  manual 
so  that  the  roles  and  responsibilities  of  all  par- 
ticipants in  the  system  are  adequately  commu- 
nicated. The  procedures  should  include  in- 
structions for  an  annual  review  of  the  out- 
standing commitments. 

CASH  FORECASTING 

Operation  divisions  are  required  to  prepare 
and  submit  information  for  cash  forecast  but 
do  not  utilize  one  standard  method  because  no 
internal  procedure  is  documented. 

•  The  procedures  for  the  preparation  of  the  cash 
forecast  should  be  clearly  documented  in  a 
manual. 


MANAGEMENT  REPORTING 

•  CIDA  should  conduct,  under  adequate  and 
well  defined  terms  of  reference,  a  study  to  de- 
termine whether  the  program  managers  are 
receiving  adequate  financial  information  in  a 
form  that  will  enable  them  to  manage  their 
program  effectively. 


AGENCY'S  COMMENTS 

This  is  a  matter  for  the  Treasury  Board  and  the 
Department  of  Finance  to  resolve. 


Agree.  This  will  be  included  in  the  financial 
manual  discussed  previously. 


Agree.  The  allotment  and  commitment  control 
procedures  are  already  documented  but  the  role 
and  responsibilities  of  all  participants  are  not 
yet  documented.  This  will  be  corrected.  Out- 
standing commitments  are  reviewed  on  a  reg- 
ular basis. 


The  question  of  documenting  the  existing  proce- 
dures will  be  looked  into,  but  it  should  be  stated 
that  any  system  for  meaningful  cash  forecast 
must  not  neglect  such  factors  as  personal  experi- 
ence and  knowledge. 


A  study  is  now  being  conducted  by  the  Bureau 
of  Management  Consulting,  Department  of  Sup- 
ply and  Services. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

DEPARTMENT  OF  SUPPLY  AND 
SERVICES  REPORTING 

•  CIDA  should  review  the  use  of  the  financial 
reporting  services  provided  by  the  Depart- 
ment of  Supply  and  Services  to  prevent  dupli- 
cate cost  of  processing  input  and  to  realize 
greater  use  of  the  services. 


VISIBILITY  TO  PARLIAMENT  IN  THE 
PUBLIC  ACCOUNTS 

•  Recipients  of  all  grants  and  contributions 
should  be  shown  in  the  Public  Accounts  and 
consideration  should  be  given  to  classifying 
grants  and  contributions  by  Agency  division 
such  as:  Asia,  Caribbean,  Commonwealth, 
Africa,  etc. 

•  Consideration  should  be  given  to  disclosing  in 
the  Public  Accounts  the  full  financial  implica- 
tions pertaining  to  the  Loan  Vote,  including: 

(a)  the  undisbursed  portion  of  the  authorized 
loans;  and 

(b)  where  the  authority  is  given  to  purchase 
callable  shares  and  no  dollars  are  provided 
in  the  Estimates  to  fulfill  the  obligation,  the 
required  dollars  should  be  shown  in  the 
Public  Accounts  or  indicated  as  a  contin- 
gent liability. 


AGENCY'S  COMMENTS 


The  duplication  of  input  is  minimal  insofar  as 
time  and  cost  are  concerned.  The  reports  pre- 
pared by  the  Department  of  Supply  and  Services 
complement  the  reporting  system  of  CIDA.  This 
matter  was  previously  considered  by  CIDA  and 
the  introduction  of  the  present  system  was  con- 
sidered essential  in  order  to  obtain  timely  re- 
ports geared  to  the  needs  of  CIDA's 
management. 


Not  all  grants  and  contributions  are  listed.  To 
attempt  to  list  every  grant  and  contribution  by 
CIDA  to  developing  countries,  to  educational 
institutions  in  developing  countries  and  to  non- 
governmental organizations  operating  in  the  aid 
field  would  require  a  very  significant  increase  in 
the  volume  of  the  Public  Accounts  —  quite  aside 
from  an  increase  in  workload.  CIDA's  annual 
review,  copies  of  which  are  given  to  Members  of 
Parliament  and  to  many  organizations  and  insti- 
tutions, does  include  this  information  in  part. 
These  recommendations  will,  however,  be  dis- 
cussed with  the  Government  Accounting  Branch 
of  the  Department  of  Supply  and  Services  and 
with  the  Treasury  Board  Secretariat. 
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CANADIAN  RADIO-TELEVISION  COMMISSION 


Observations  and  Recommendations  as  at  December  1974. 
Commission's  Comments  as  at  August  1975. 


OBSERVATIONS  AND 
RECOMMENDATIONS 

FINANCIAL  OFFICERS 

•  There  is  a  need  to  define  more  clearly  respon- 
sibilities for  the  financial  functions  within  the 
Commission. 

The  Chairman  should  designate,  in  writing, 
the  senior  financial  officer  for  the  Commission 
and  a  position  within  each  branch  to  act  as 
and  perform  the  duties  of  a  financial  officer 
for  that  branch.  This  written  designation 
should  include  a  statement  to  the  effect  that 
branch  financial  officers  are  functionally  re- 
sponsible to  and  will  receive  and  accept  func- 
tional guidance  and  direction  from  the  senior 
financial  officer  for  the  Commission,  in  all 
financial-accounting  matters  pertaining  to 
their  respective  branches. 

COMMITMENT  CONTROL 

•  Expenditures  are  initiated  and  processed  in 
the  branches  without  appropriate  commit- 
ment controls  to  ensure  that  there  are  suffi- 
cient unencumbered  funds  available  in  the 
appropriation. 

All  branch  directors  should  be  informed  that 
commitment  certification  and  financial  con- 
trol thereof,  through  the  maintaining  of  sup- 
plementary commitment  records,  will  be  the 
responsibility  of  the  branch  and  should  be 
carried  out  through  the  designated  financial 
officer  within  each  branch. 

A  standard  branch  supplementary  commit- 
ment recording  system  should  be  designed 
and  be  placed  in  use  in  all  branches. 


COMMISSION'S  COMMENTS 


Agreed,   recommendation   being   implemented 
immediately. 


Study  on  commitment  control  being  carried  out 
at  present.  Will  have  new  system  in  operation 
during  Fall  of  1975. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

MINISTERIAL  CONTROL 

•  The  Commission  is  a  responsibility  of  the  Sec- 
retary of  State  under  the  Financial  Adminis- 
tration Act  but  reports  to  the  Minister  of 
Communications  for  the  purposes  of  the 
Broadcasting  Act. 

An  "Order  in  Council"  should  be  obtained 
designating  the  Minister  of  Communications 
as  the  appropriate  minister  for  the  Commis- 
sion for  purposes  of  the  Financial  Adminis- 
tration Act. 

RESPONSIBILITIES  OF  THE  SENIOR 
FINANCIAL  OFFICER 

•  The  Director,  Finance  and  Management  Ser- 
vices Branch  has  significant  non-financial  re- 
sponsibilities which  divide  his  time  and 
efforts. 

The  position  of  Assistant  Director,  Financial 
Planning  and  Control  should  be  established 
and  staffed  as  soon  as  possible. 

MANAGEMENT  COMMITTEES 

•  There  is  a  need  to  improve  the  lines  of  com- 
munication between  financial  officers  and  the 
operational  branches. 

The  designated  senior  financial  officer  should 
be  a  member  of  the  Operations  Committee. 
The  designated  branch  financial  officers 
should  attend  the  weekly  meetings  of  the  Fi- 
nance and  Management  Services  Branch. 

FINANCIAL  MANUAL 

•  The  Commission  has  initiated  procedures  to 
develop  a  financial  manual.  The  financial 
manual  should  be  completed  as  expeditiously 
as  possible. 

DELEGATION  OF  FINANCIAL 
AUTHORITIES 

•  The  delegation  of  financial  authorities  is  out 
of  date,  has  not  been  signed  by  the  present 
Secretary  of  State  and  places  the  responsibili- 
ties for  exercising  spending  and  payment  au- 
thorities on  the  Chairman  and  on  the  staff  of 
the  Finance  and  Management  Services 
Branch  exclusively. 

The  appropriate  Minister  and  the  Chairman 
should  approve  and  sign  an  up-to-date  dele- 
gation of  authorities  document. 


COMMISSION'S  COMMENTS 


An  Order  in  Council  minute  has  been  received 
designating  Minister  of  Communications  as  the 
appropriate  Minister. 


The  position  of  Assistant  Director,  Financial 
Planning  and  Control  has  been  established  and 
staffed. 


The  Director,  Finance  and  Management  Ser- 
vices has  been  designated  a  member  of  the  Op- 
erations Committee.  Branch  financial  officers 
will,  in  the  future,  attend  weekly  meetings  of 
Finance  and  Management  Services. 


The  Financial  Manual  is  being  prepared.  It  will 
be  completed  during  Fall  of  1975. 


A  new  delegation  of  financial  authorities  has 
been  prepared  and  is  in  the  stage  of 
implementation. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

There  should  be  an  annual  review  of  the  dele- 
gation of  signing  authorities  and  an  annual 
report  thereon  to  the  Chairman  of  the 
Commission. 

Commitment,  spending  and  payment  authori- 
ties should  be  delegated  to  the  appropriate 
officers  in  the  branches. 

Copies  of  specimen  signature  cards  of  the  in- 
cumbents of  all  positions  having  delegated 
signing  authority  should  be  distributed  to  all 
positions  within  the  Commission  having  to 
recognize  such  signatures  and  to  the  Depart- 
ment of  Supply  and  Services. 

BROADCASTING  LICENCE  FEE  REVENUE 

•  Broadcasting  licence  fees  assessed  and  col- 
lected by  the  Commission  are  netted  against 
expenses  of  the  Department  of  Communica- 
tions and  are  not  subject  to  adequate  controls 
to  prevent  misappropriation  of  funds,  undue 
delay  in  the  collection  of  overdue  amounts  or 
incomplete  accounting  and  reporting. 

Licence  fee  receipts  should  be  collected  and 
reported  by  the  Commission  and  should  be 
credited  to  the  Consolidated  Revenue  Fund 
and  fees  receivable  at  the  fiscal  year-end 
should  be  reported  in  the  Public  Accounts. 

A  system  of  independent  financial  control 
over  fee  receipts  and  accounts  receivable 
should  be  established.  This  system  should  pro- 
vide for: 

(a)  prenumbering  and  numerical  control  of  re- 
ceipts and  assessement  notices; 

(b)  accounts  receivable  detailed  records;  and 

(c)  monthly  review  by  the  senior  financial  of- 
ficer of  an  aged  listing  of  outstanding  ac- 
counts receivable. 

INVENTORY  CONTROLS 

•  The  existing  system  of  controlling  physical 
inventories  of  capital  equipment  is  incomplete 
and  inaccurate. 

The  Commission  should  continue  with  the 
implementation  of  its  new  system  to  establish 
accounting  control  over  capital  equipment. 


COMMISSION'S  COMMENTS 


Agreed  —  will  be  done. 


Agreed  —  being  implemented. 


Agreed  —  being  done. 


Agreed  —  new  system  will  be  implemented  dur- 
ing current  fiscal  year. 


New  system  being  implemented. 


New  system  implemented. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

BUDGETARY  CONTROL 

•  The  Commission  is  not  performing  the  reg- 
ular analysis  of  financial  information  which 
would  be  useful  for  monitoring  and  control- 
ling the  use  of  resources  and  operating 
performance. 

The  Commission  should  include  budget  fig- 
ures in  the  monthly  financial  reports  prepared 
by  the  Department  of  Supply  and  Services 
and  the  financial  officers  should  prepare 
monthly  analyses  of  variances  between  bud- 
geted and  actual  costs. 

FINANCIAL  REPORTING 

•  The  form  and  content  of  the  monthly  reports 
is  not  sufficiently  detailed  to  enable  effective 
financial  management  and  control  within  the 
branches. 

The  financial  reports  of  the  Commission  pro- 
vided by  the  Department  of  Supply  and  Ser- 
vices should  be  expanded  to  include: 

(a)  commitment  information  at  the  responsibil- 
,  ity  centre  level; 

(b)  budget  information  at  the  line  object  level; 
and 

(c)  activity  reporting  at  the  sub-activity  level 
based  on  activity  elements  to  be  defined  by 
the  Commission. 


COMMISSION'S  COMMENTS 


Being  done. 


Agreed  —  being  implemented. 
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CANADIAN  TRANSPORT  COMMISSION 

Observations  and  Recommendations  as  at  November  1974. 
Commission's  Comments  as  at  June  1975. 


OBSERVATIONS  AND 
RECOMMENDATIONS 

FINANCIAL  RESPONSIBILITY 

•  Some  areas  of  financial  responsibilities  are 
not  clearly  defined  and  formal  lines  of  finan- 
cial communication  are  not  being  followed. 
Further,  a  comprehensive  financial  manual 
does  not  exist. 

The  organization  chart  of  the  Commission 
should  be  revised  to  recognize  that  the  Finan- 
cial Adviser  reports  to  the  Vice-President 
(LAW). 


The  Financial  Adviser  should  expedite  the 
completion  of  the  Commission's  financial 
manual. 

MANAGEMENT  COMMITTEES 

•  The  Commission  has  a  Management  Advisory 
Committee  and  Operations  Committee  nei- 
ther of  which  has  been  formally  activated.  It  is 
proposed  that  these  committees  share  the  re- 
sponsibilities for  financial  planning  and  pro- 
gram review. 

The  Commission  should  redefine  the  role  of 
each  of  its  management  committees  and  acti- 
vate them  as  soon  as  possible  including,  as 
part  of  their  roles,  the  determination  of  long- 
range  plans  and  objectives,  the  establishment 
of  priorities  and  the  assumption  of  a  challenge 
role  concerning  the  annual  forecasts  and 
Main  Estimates. 


COMMISSION'S  COMMENTS 


For  internal  administrative  reasons,  the  organi- 
zation chart  of  the  Commission  will  not  be 
changed.  The  Financial  Adviser  continues  to 
have  direct  access  to  the  President  and/or  Vice- 
President  on  matters  of  financial  management 
while  reporting  officially  to  the  Secretary  of  the 
Commission. 

Increasing  emphasis  will  be  placed  on  complet- 
ing the  Commission's  Financial  Management 
Manual. 


Both  of  the  aforementioned  committees  were 
activated  late  in  1974.  The  role  of  the  Commit- 
tees include  the  recommendation. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

PAYROLL 

•  In  Personnel  Administration,  the  combination 
of  personnel  functions  such  as  classification, 
recruitment  and  staffing  with  the  payroll  func- 
tions of  controlling  payroll  input  documents 
and  cheque  distribution,  represents  an  inade- 
quate division  of  duties  and  creates  opportu- 
nity for  fraud. 

Financial  Services  should  be  responsible  for 
reviewing  financial  controls  over  payroll  and 
should  distribute  payroll  cheques  directly  to 
employees  without  returning  them  to  Person- 
nel Administration. 

PRE-AUDIT  OF  SUBSIDY  PAYMENTS 

•  Subsidy  claims  are  determined  and  recom- 
mended for  payment  by  the  various  transpor- 
tation committees.  The  Financial  Adviser  who 
certified  these  payments  under  Sections  26 
and  27  of  the  Financial  Administration  Act 
has  no  means  of  independently  verifying  the 
propriety  and  accuracy  of  these  payments. 

The  Commission  should  establish  an  indepen- 
dent subsidy  pre-audit  group  within  Financial 
Services. 


DELEGATION  OF  FINANCIAL 
AUTHORITIES 

•  The  present  delegation  of  authorities  is  out  of 
date,  and  does  not  appropriately  recognize  the 
financial  responsibility  of  senior  operating 
officers.  As  a  result  the  Chief  Financial  Officer 
has  been  exercising  spending  and  payment 
authority  on  the  same  transaction. 

A  new  delegation  of  authorities  document 
should  be  prepared  as  soon  as  possible  dele- 
gating spending  authority  under  Section  27  of 
the  Financial  Administration  Act  to  responsi- 
bility centre  managers  with  payment  author- 
ity under  Section  26  remaining  with  Finan- 
cial Services.  In  conjunction  with  the  new  del- 
egation document,  a  system  for  maintaining 
specimen  signature  cards  on  a  current  basis 
should  be  implemented. 


COMMISSION'S  COMMENTS 


Pursuant  to  this  recommendation  and  Treasury 
Board  Circular  1975-29,  the  control  and  distri- 
bution of  payroll  cheques  will  be  transferred  to 
Financial  Services. 


Agreed,  but  implementation  of  the  recommen- 
dation would  result  in  a  duplication  of  effort. 
The  verification  function  will,  therefore,  be  car- 
ried out  by  an  internal  audit  staff  reporting  for 
these  purposes  to  the  Financial  Adviser. 


The  preparation  of  a  new  instrument  of  dele- 
gation has  been  under  way  for  some  time  and 
should  be  issued  by  June  30,  1975. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

ACCOUNTS  RECEIVABLE 

•  In  certain  circumstances,  the  Commission  is 
entitled  to  recover  portions  of  subsidy  pay- 
ments; these  amounts  should  be  subject  to 
appropriate  systems  of  financial  control. 

RAILWAY  GRADE  CROSSING  FUND 

•  The  amounts,  as  provided  for  in  the  Estimates 
and  as  transferred  to  the  Railway  Grade 
Crossing  Fund  during  the  year,  are  not  esti- 
mates of  the  amounts  necessary  to  discharge 
commitments  out  of  the  Fund  in  that  year. 

The  Commission  should  replace  the  present 
system  of  crediting  the  Railway  Grade  Cross- 
ing Fund  with  a  fixed  annual  amount  with  an 
annual  lapsing  appropriation  based  on  antici- 
pated expenditures  for  the  ensuing  fiscal  year. 

REQUISITION  AGAINST  STANDING 
OFFER 

•  Inadequacies  in  the  control  of  requisitions 
against  standing  offers,  which  are  made  by  the 
Department  of  Supply  and  Services  for  cer- 
tain goods  and  supplies,  could  result  in  the 
unauthorized  or  fraudulent  requisitioning  of 
goods. 

Strict  physical  control  should  be  maintained 
in  the  Commission  over  the  Department  of 
Supply  and  Services  form  used  for  requisi- 
tioning against  standing  offers  and  its  use 
should  require  the  approval  of  those  having 
delegated  spending  authority  under  Section 
27  of  the  Financial  Administration  Act. 

INTERNAL  AUDIT 

•  There  is  no  internal  audit  in  the  Commission 
which  would  result  in  an  independent  review 
of  the  various  systems  and  procedures 
employed. 

The  Commission  should  have  a  comprehen- 
sive internal  audit  of  its  operations  on  a  reg- 
ular basis. 

ACTIVITY  STRUCTURE 

•  The  activity  structure  displayed  in  the  Main 
Estimates  is  inconsistent  with  the  manage- 
ment reporting  structure  and  may  not  be  con- 
tributing to  effective  parliamentary  under- 
standing and  control. 


COMMISSION'S  COMMENTS 


This  recommendation  has  been  accepted  and 
will  be  carried  out  by  the  present  staff  together 
with  the  assistance  of  a  soon-to-be  formed  Inter- 
nal Audit  Group. 


The  impact  of  this  recommendation  will  be  re- 
viewed in  time  to  reflect  any  agreed-upon 
changes  in  the  1976-77  Main  Estimates. 


This  recommendation  has  been  implemented. 


An  Internal  Audit  group  will  be  established  with 
staffing  to  take  place  during  the  1975-76  fiscal 
year. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

The  activity  structure  should  be  redefined  to 
reflect  the  Committees  as  main  activities. 
Administrative  expenditures  not  directly  iden- 
tifiable with  specific  Committees  should  be 
dealt  with  as  a  separate  activity. 

BUDGET  PREPARATION 

•  Budgets  are  now  consolidated  from  the  re- 
sponsibility centres  up  to  the  executive  level 
without  prior  communication  by  senior  man- 
agement of  plans,  objectives,  goals  and  priori- 
ties for  the  utilization  of  resources. 

Plans,  goals  and  objectives  for  each  fiscal  year 
should  be  established  and  communicated  to 
responsibility  centre  managers  before  prepar- 
ing their  budgets. 

FUNDING  OF  MAN-YEAR 
REQUIREMENTS 

•  The  Commission  has  been  unable  to  staff  suc- 
cessfully its  authorized  man-year  require- 
ments. This  has  resulted  in  overstating  the 
funds  required  for  salaries  and  does  not  pro- 
duce realistic  budgets. 

The  Commission  should  request  funding  of 
man-year  requirements  on  the  basis  of  ex- 
pected, not  maximum  utilization. 

BUDGET  REVIEW  AND  ANALYSIS 

•  The  differences  between  the  planned  and  ac- 
tual expenditures  of  responsibility  centre 
managers  are  not  being  identified  or  analysed 
on  a  periodic  basis  by,  or  for,  senior 
management. 

Financial  Services  should  analyse  monthly 
management  financial  reports  in  conjunction 
with  responsibility  centre  managers  and  re- 
port on  variances  to  senior  management. 

ALLOTMENT  CONTROL 

•  Individual  responsibility  centre  budgets  are 
treated  as  sub-allotments  of  the  allotments 
approved  by  Treasury  Board.  All  sub-allot- 
ment transfers  are  not  being  communicated  to 
responsibility  centres  or  reflected  in  their  fi- 
nancial reports. 


COMMISSION'S  COMMENTS 

The  Commission's  activity  structure  will  be 
amended  in  keeping  with  the  recommendation. 
Implementation  is  scheduled  for  April  1,  1976. 


This  recommendation  will  form  part  of  the  du- 
ties of  the  recently  activated  Management  Ad- 
visory Committee. 


This  recommendation  is  accepted  and  the  me- 
chanics of  its  implementation  are  presently 
being  determined. 


This    recommendation    will    be    implemented 
immediately. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

The  Commission  should  institute  a  system  of 
formal  notification  of  sub-allotment  transfers 
affecting  responsibility  centre  budgets,  so  that 
the  managers  who  are  responsible  are  in- 
formed of  changes.  In  addition,  the  budget 
figures  contained  in  the  management  financial 
reports  should  be  adjusted  accordingly. 

COMMITMENT  CONTROL 

•  With  the  exception  of  the  Railway  Grade 
Crossing  Fund,  there  is  no  commitment  ac- 
counting system  to  support  certification  of 
requisitions  for  payment  "that  there  is  a  suf- 
ficient unencumbered  balance  available  ..."  as 
required  by  Section  25  of  the  Financial  Ad- 
ministration Act. 

The  Commission  should  develop  and  imple- 
ment a  system  of  commitment  accounting  for 
professional  service  contracts,  rentals  and  sim- 
ilar items. 

ALTERATIONS  TO  ACCOUNTING 
SYSTEMS 

•  The  Department  of  Supply  and  Services  pro- 
vides monthly  financial  reports  prepared  in 
accordance  with  specifications  set  by  the  Com- 
mission. The  validity  of  output  from  these  sys- 
tems is  dependent  upon  careful  adherence  to 
approved  procedures.  Alterations  to  these 
specifications  can  be,  and  have  been,  made  by 
unauthorized  persons. 

The  Commission  should  designate  certain 
senior  accounting  personnel  to  be  responsible 
for  changes  in  financial  reports.  The  Depart- 
ment of  Supply  and  Services  should  be  in- 
structed to  accept  changes  only  from  such  au- 
thorized personnel. 

MAN-YEAR  UTILIZATION 

•  Man-year  utilization  data  is  assembled  manu- 
ally and  is  not  integrated  with  the  present 
management  information  system. 

The  Commission  should  have  its  man-year 
utilization  information  incorporated  into  the 
management  information  system  prepared  by 
the  Department  of  Supply  and  Services. 


COMMISSION'S  COMMENTS 

This  recommendation  will  be  implemented  for 
the  1975-76  fiscal  year. 


This  recommendation  will  be  implemented  for 
the  1975-76  fiscal  year. 


This  recommendation  has  been  implemented. 


The  possibility  of  implementing  this  recommen- 
dation will  be  reviewed. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

DOCUMENTATION  OF  ACCOUNTING 
SYSTEMS 

•  The  Commission's  accounting  system  is  not 
fully  documented  or  flow-charted  in  a  manner 
which  would  enable  those  using  the  system  to 
understand  how  the  information  is  processed. 

Financial  Services  should  write  up  and  fully 
document  the  accounting  systems  employed 
by  the  Commission  for  incorporation  in  the 
Commission's  financial  manual. 

COLLATOR  CODES/NUMBERS 

•  Collator  coding  is  an  effective  method  of  re- 
ducing the  error  rate  in  inputting  transactions 
to  the  accounting  system  but  is  not  used  by  the 
Commission. 

Financial  Services  should  use  collator  codes  as 
an  aid  to  more  efficient  processing  of  expendi- 
ture information. 


COMMISSION'S  COMMENTS 


Agreed.  The  completion  of  the  Financial  Man- 
agement Manual  is  proceeding. 


The  possibility  of  using  collator  numbers  as  an 
adjunct  to  the  amendment  of  the  activity  struc- 
ture will  be  reviewed. 
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DEPARTMENT  OF  COMMUNICATIONS 

Observations  and  Recommendations  as  at  February  1975. 
Departmental  Comments  as  at  June  1975. 


OBSERVATIONS  AND 
RECOMMENDATIONS 

COMPENSATION 

•  The  compensation  and  benefits  function  is 
centralized  at  Head  Office  and  is  completely 
independent  of  the  Financial  Services  Di- 
vision resulting  in  inadequate  internal 
control. 

The  Financial  Services  Division  should  moni- 
tor payroll  accounting. 


DEPARTMENTAL  COMMENTS 


Action  has  been  taken  to  institute  procedures  to 
provide  for  monitoring  of  payroll  accounting  by 
the  Financial  Services  Division. 


FUNCTIONAL  RELATIONSHIP 

•  Functional  relationships  between  regional 
financial  staff  and  senior  financial  and  admin- 
istrative officers  at  Head  Office  should  be  doc- 
umented and  communicated  to  all  parties 
concerned. 

•  Senior  financial  and  administrative  officers 
should  participate  in  defining  the  responsibili- 
ties and  in  the  annual  performance  review  of 
their  functional  subordinates. 


This  functional  relationship  is  being  reviewed 
and  will  be  documented  and  communicated  to 
the  parties  concerned. 


An  employee  evaluation  review  committee  has 
been  established  with  the  Director  General  of 
Personnel,  Finance  and  Administration,  the 
Director  of  Administrative  Services  and  the  Di- 
rector of  Finance  as  members. 


FINANCIAL  AND  ADMINISTRATIVE 

MANUAL 

•   The  financial  management  manual  should  be 

cross-referenced  to  the  source  of  authority, 

reviewed  regularly  and  updated. 


A   materials   and    fixed   assets    management 
manual  should  be  prepared. 


CONTROL  OF  EXPENDITURES  AND 
REVENUE 

•  Regional  offices  keep  their  own  records  but 
send  the  original  document  of  their  accounts 
payable  vouchers  to  Head  Office  for 
monitoring. 


The  Financial  Management  Manual  is  now 
being  updated  regularly  by  the  Accounting  Sys- 
tems and  Procedures  Unit.  The  suitability  of 
cross-referencing  to  the  source  of  authority  will 
be  taken  into  consideration. 
An  Administrative  Manual  is  being  compiled 
from  established  systems  of  operation.  This 
manual  will  comprise  materials  and  fixed  assets 
management. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

Original  documents  of  regional  accounts  pay- 
able vouchers  should  be  kept  at  regional  of- 
fices and  the  post-audit  at  Head  Office  should 
be  discontinued. 

•  Certain  direct  administrative  costs  such  as 
rental  contracts,  Department  of  Supply  and 

-Services  service  charges  and  capital  asset  costs 
should  be  allocated  to  responsibility  centres. 

•  Accounting  for  receivables  and  recoveries  is 
completely  decentralized. 

Financial  Services  Division  should  review  its 
controls  over  accounts  receivable  and  recov- 
eries in  order  to  ensure  accuracy  and 
collection. 

•  The  Telecommunication  Engineering  Labora- 
tory may  not  bill  all  chargeable  work  and  un- 
authorized work  could  be  performed  because 
of  an  inadequate  work  order  system. 

The  Telecommunications  Engineering  Lab- 
oratory should  improve  controls  over  the  utili- 
zation of  work  orders  and  subsequent  billings 
by  using  prenumbered  work  orders. 

•  The  Department  could  be  held  responsible  for 
handling  Canadian  Radio-Television  Com- 
mission licence  applications  and  annual  fees 
over  which  it  has  no  control. 

Canadian  Radio-Television  Commission  rev- 
enues should  be  remitted  directly  to  the  Con- 
solidated Revenue  Fund. 

INVENTORY  AND  CAPITAL  ASSETS 

•  Physical  counts  of  inventories  should  be  taken 
at  regular  intervals  by  independent  staff. 


The  Department  should  adopt  a  policy  requir- 
ing managers  to  report  specific  assets  not 
utilized.  t 

Major  inventories  and  capital  asset  accounts 
should  be  reconciled  with  annual  expenditures 
and  disposals. 

Inventories  are  not  under  budgetary  control 
and  changes  in  inventory  levels  are  not  con- 
sidered when  preparing  budgets. 

Changes  in  inventory  levels  should  be  consid- 
ered when  preparing  annual  budgets. 


DEPARTMENTAL  COMMENTS 

Regional  accounts  payable  are  now  being  au- 
dited in  the  regions. 


The  allocation  of  costs  is  being  assessed  to  deter- 
mine whether  the  present  system  lends  itself  to 
the  segregation  and  repartition  of  costs  without 
creating  an  unmanageable  workload  on  present 
staff. 


This  function  will  be  studied  taking  into  consid- 
eration the  standardizing  of  present  systems. 


Action  has  been  taken  to  amend  the  present  sys- 
tem at  the  Laboratory  to  provide  increased 
control. 


This  recommendation  will  be  discussed  with  the 
Treasury  Board. 


The  principle  expressed  is  agreed  to  and  exact 
procedures  in  this  regard  will  be  formulated  for 
inclusion  in  the  forthcoming  Administrative 
Service  Manual. 

A  policy  requiring  managers  to  report  specific 
assets  not  utilized  will  form  part  of  the  Adminis- 
trative Service  Manual  now  being  compiled. 
This  requirement  will  be  included  in  the  Admin- 
istrative Service  Manual  now  being  compiled. 


Policy  regarding  this  matter  will  be  included  in 
the  Administrative  Service  Manual  now  being 
compiled. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

INTERNAL  AUDIT 

•  The  Chief  Internal  Auditor  is  under  the  direct 
responsibility  of  the  Director  of  Financial  Ser- 
vices which  could  limit  the  scope  of  audit  cov- 
erage and  the  independence  of  his  opinions. 

The  Chief  Internal  Auditor  should  report  to 
and  receive  guidance  from  an  independent 
audit  committee. 


•  No  complete  independent  financial  audit  of 
the  payroll  has  been  performed  since  the  crea- 
tion of  the  Department  in  1969. 

An  audit  of  the  Head  Office  compensation  and 
benefits  function  should  be  performed  in  the 
near  future. 

PROGRAM  FORECAST  AND  MAIN 
ESTIMATES 

•  A  program  evaluation  and  review  function  or 
a  committee  to  review  periodically  on-going 
activities  and  to  evaluate  and  review  new  ac- 
tivities should  be  established. 

•  Priorities  and  guidelines  should  be  deter- 
mined, documented  and  communicated  by 
senior  officers  before  having  budgets 
prepared. 


DEPARTMENTAL  COMMENTS 


The  structure  under  which  the  Chief  Internal 
Auditor  should  report  will  be  reviewed.  An  audit 
committee  has  been  formed  with  representatives 
from  the  Financial  Services  Branch,  the  Depart- 
ment of  Supply  and  Services  and  the  responsi- 
bility centre  under  audit. 


The  compensation  and  benefits  function  is  now 
being  audited  on  a  regular  cyclical  basis. 


A  Program  Review  and  Evaluation  Division  is 
being  organized  and  its  responsibility  will  be  to 
review  regularly  all  on-going  activities. 

This  was  done  by  Senior  Management  for  the 
1976/77  Program  Forecast  exercise.  Priorities 
and  objectives  were  determined,  documented 
and  communicated  to  the  responsibility  centre 
managers.  This  procedure  will  be  continued  in 
the  future. 


CASH  FORECASTING  AND 
COMMITMENT  CONTROL 

•  Commitments  are  not  recorded  on  a  uniform 
basis  within  responsibility  centres. 

The  parallel  commitment  control  system 
should  be  standardized  and  reconciled  to 
Department  of  Supply  and  Services  reports 
monthly. 

FINANCIAL  REPORTING 

•  The  use  and  distribution  of  Department  of 
Supply  and  Services  reports  should  be  re- 
viewed and  managers  made  fully  aware  of  the 
contents  of  these  reports  and  of  the  informa- 
tion available  to  them  in  order  to  utilize  these 
statements  efficiently. 


It  is  agreed  that  a  comprehensive  parallel  system 
might  be  needed  but  duplication  could  be 
avoided  if  the  Department  of  Supply  and  Ser- 
vices overhauled  its  system  to  make  it  more 
flexible,  more  easily  accessible  and  more  timely. 


We  have  reviewed  the  distribution  system  and 
have  made  the  necessary  improvements  in  this 
area.  Activity  will  also  be  increased  to  better 
inform  managers  of  the  contents  and  use  of 
these  reports. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

The  method  of  preparing  these  reports  should 
be  reviewed  to  eliminate  the  time  lag  in  ob- 
taining monthly  reports  and  in  correcting 
entries. 

Department  of  Supply  and  Services  financial 
reports  do  not  include  a  meaningful  and  ap- 
propriate analysis  of  financial  data  in  terms  of 
relevant  non-financial  data  such  as  output  and 
performance  indicators  and  man-year 
utilization. 

The  Department  and  the  Department  of  Sup- 
ply and  Services  should  review  the  contents  of 
financial  reports  to  obtain  a  more  complete 
cost  basis  which  will  help  to  extend  the  appli- 
cation of  quantitative  measurement  indicators 
and  provide  more  precise  and  accurate  finan- 
cial data  for  better  control. 


DEPARTMENTAL  COMMENTS 

This  is  a  Department  of  Supply  and  Services 
problem.  The  non-flexibility  in  the  statements 
and  the  rigidity  of  time  schedules  are  governed 
by  the  Department  of  Supply  and  Services. 


The  structure  of  the  present  government  ac- 
counting system  does  not  provide  for  complete 
cost  basis  to  help  extend  the  application  of  es- 
sential management  tools  such  as  quantitative 
measurement  indicators. 


MANAGERIAL  REPORT 

•  Contents  of  financial  and  managerial  state- 
ments, their  utilization  and  distribution 
should  be  reviewed  to  eliminate  duplication 
or  over-lapping  of  information.  Also,  an  eval- 
uation of  these  reports  should  be  made  to  en- 
sure that  source  data  utilized  is  accurate  and 
on  a  comparative  basis. 


A  comprehensive  review  of  financial  and  mana- 
gerial statements  will  be  undertaken  taking  into 
consideration  the  observations  and  recommen- 
dations of  this  report. 
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DEPARTMENT  OF  CONSUMER  AND  CORPORATE  AFFAIRS 

Observations  and  Recommendtions  as  at  November  1974. 
Departmental  Comments  as  at  April  1975. 

The  study  only  covered  programs  reporting  to  the  Deputy  Minister  and  therefore  ex- 
cluded the  following  entities: 

Canadian  Consumer  Council 

Patent  Appeal  Board 

Restrictive  Trade  Practices  Commission 


OBSERVATIONS  AND 
RECOMMENDATIONS 

FUNCTIONAL  RELATIONSHIPS 

•  Systems,  methods  and  procedures  developed 
by  Financial  and  Administrative  Services  are 
generally  transmitted  to  individuals  having 
financial  responsibilities  within  the  bureaus 
and  regional  offices  through  manuals,  direc- 
tives and  other  written  instructions. 

More  frequent  regular  meetings  should  be 
held  by  Financial  and  Administrative  Services 
officers  to  familiarize  program  and  regional 
financial  officers  with  financial  policies  and 
procedures  and  to  provide  an  opportunity  to 
exchange  views  on  financial  matters. 

•  Regular  sessions  should  be  held,  conducted  by 
Financial  and  Administrative  Services  senior 
financial  officers,  for  assistant  deputy  minis- 
ters and  branch  directors  on  the  use  and  na- 
ture of  financial  data. 

TRAINING  AND  DEVELOPMENT 

•  A  systematic  approach  to  training  and  devel- 
opment has  been  implemented  within  Finan- 
cial and  Administrative  Services.  However, 
the  program  does  not  cover  financial  and 
administrative  officers  having  financial  re- 
sponsibilities within  the  other  bureaus  and 
regional  offices. 

The  program  should  be  extended  to  cover 
financial  and  administrative  officers  within 
bureaus  and  regional  offices. 


DEPARTMENTAL  COMMENTS 


Regular  sessions  are  held  twice  annually  with 
regional  financial  and  administrative  officers. 
Regular  sessions  are  already  under  way  with 
users  of  cost  accounting  systems.  Monthly  meet- 
ings are  being  scheduled  with  program  adminis- 
trative officers  to  discuss  current  developments 
in  financial  administration. 
A  financial  orientation  and  training  program  for 
senior  managers  is  currently  being  designed. 
The  tentative  subject  matter  areas  to  be  covered 
have  been  established.  It  is  anticipated  that  the 
first  sessions  will  be  run  in  the  fall  of  1975. 


The  training  and  development  program  is  cur- 
rently being  documented  and  is  to  be  extended 
to  the  other  bureaus  and  the  regions. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

•  Senior  officers  within  Financial  and  Adminis- 
trative Services  should  provide  input  to  the 
performance  reviews  of  financial  and  admin- 
istrative officers  within  the  bureaus  and  re- 
gional offices. 

COMMUNICATION  OF  FINANCIAL 
POLICIES 

•  The  Department's  Financial  Administration 
Manual  should  be  completed  as  soon  as 
possible. 


•  A  numbering  system  should  be  introduced  to 
control  communication  of  Financial  and 
Administrative  Services  guidance,  explana- 
tions and  instructions  to  bureau  and  regional 
financial  personnel. 

ACCOUNTING  CONTROL  OF 
EXPENDITURES 

•  The  Department  of  Supply  and  Services  veri- 
fies only  the  authority  under  Section  26  of  the 
Financial  Administration  Act  and  there  is  no 
procedure  within  the  Department  of  Con- 
sumer and  Corporate  Affairs  to  verify  the  au- 
thenticity of  both  spending  and  payment  au- 
thority immediately  before  cheque  requisi- 
tions are  submitted  for  payment.  As  a  result, 
fictitious  documents  could  be  inserted  into  the 
payment  systems  and  public  funds  could  be 
misappropriated. 

As  a  final  step  before  submitting  cheque  requ- 
isitions to  the  Department  of  Supply  and  Ser- 
vices for  payment,  the  batching  clerk  should 
verify  the  authenticity  of  the  signatures  autho- 
rizing both  spending  and  payment  authority. 

•  Sequential  numbering  of  cheque  requisitions 
should  be  enforced  in  the  bureaus. 

•  The  Financial  Accounting  Division  of  Finan- 
cial and  Administrative  Services  should  pro- 
vide the  bureaus  with  documentary  evidence 
to  support  centrally  billed  accounts  charged  to 
their  budgets. 

REVENUES 

•  Departmental  revenue  review  procedures  and 
rate  schedules  should  be  included  in  the  Fi- 
nancial Administration  Manual. 


DEPARTMENTAL  COMMENTS 

This  recommendation  is  sound  in  theory  but  its 
implementation  is  very  complex.  It  will  be  sub- 
ject to  further  analysis. 


The  development  of  this  Manual  is  a  continuing 
process.  Sections  for  Financial  Planning  and 
Resource  Management  Reporting  Systems  have 
already  been  added.  Procedures  for  the  Regional 
Accounting  function  will  be  added  during  1975. 
This  recommendation  has  been  implemented. 


This  recommendation  will  be  implemented  dur- 
ing 1975. 


This  recommendation  has  been  implemented. 
This  recommendation  has  been  implemented. 


Revenue  review  policies  will  appear  in  the  man- 
ual. Because  of  the  number  of  rates  and  scales 
involved,  reference  will  be  made  in  the  manual 
to  the  sources  of  authorized  rates. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

•  All  fees  should  be  reviewed  annually  and  the 
resulting  decisions  should  be  well  documented 
to  ensure  continuity  from  one  year  to  the  next. 


INTERNAL  AUDIT 

•  The  Director,  Financial  and  Administrative 
Services,  is  responsible  for  the  conduct  of  the 
Internal  Audit  Division  and  thereby  controls 
the  volume  and  scope  of  the  audits  to  be  car- 
ried out. 

The  Deputy  Minister  should  review  an  annual 
report  prepared  by  the  Chief,  Internal  Audit, 
summarizing  his  audit  coverage  for  the  year, 
his  findings,  the  corrective  measures  taken 
and  the  subjects  still  to  be  resolved. 

•  Internal  audit  staff  have  been  used  in  the  past 
to  develop  systems  which  they  are  subse- 
quently responsible  for  auditing,  thereby  de- 
stroying the  objectivity  of  the  auditor. 

Internal  audit  staff  should  be  employed 
strictly  in  an  audit  capacity. 

PROGRAM  FORECAST/MAIN  ESTIMATES 

•  Executive  priorities  should  be  communicated 
in  writing  on  a  timely  basis  to  each  orga- 
nizational level  responsible  for  the  prepara- 
tion of  budgets. 

•  While  continuing  to  include  the  costs  of  the 
Field  Operations  Service  as  part  of  the  activ- 
ity elements  which  it  supports,  the  Depart- 
ment should  examine  as  soon  as  possible  the 
financial  relationship  between  the  Service  and 
other  departmental  bureaus  with  a  view  to 
defining  more  clearly  the  lines  of  authority. 

•  Budgeted  increases  in  manpower  generally 
assume  that  individuals  with  the  required 
skills  will  be  available  when  needed,  at  the 
salary  rates  indicated  by  the  position 
classification. 

Man-years  and  dollars  included  in  the  Esti- 
mates should  reflect  limitations  imposed  by 
hiring  procedures  and  by  the  projected  hiring 
climate. 


DEPARTMENTAL  COMMENTS 

Fee  setting  is  a  complex  matter  involving  not 
merely  determination  of  the  fees  but  also  estab- 
lishing the  mechanism  for  implementation 
through  regulation  or  even  changes  in  law. 
Therefore  we  plan  to  review  all  fees  on  a  cycle  of 
approximately  three  years. 


The  Deputy  Minister  will  review  the  first  annual 
report  which  will  be  issued  in  June  1975  cover- 
ing the  fiscal  year  ended  March  31,1 975. 


This  recommendation  has  been  implemented. 


This  recommendation  will  be  implemented  in 
1975. 


This  matter  is  the  subject  of  a  subcommittee  of 
the  departmental  Executive  Committee  and  a 
consultant's  report. 


This  recommendation  is  not  accepted  as  the  pro- 
vision in  Estimates  for  man-years  and  dollars 
are  based  on  resource  requirements  rather  than 
administrative  or  supply  limitations. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

•  A  formal  plan  should  be  developed  for  fully 
implementing  an  Operational  Performance 
Measurement  System  (OPMS)  and  the  De- 
partment should  accelerate  its  efforts  to 
achieve  full  implementation,  including  assign- 
ment of  the  responsibilities  to  specific 
individuals. 

•  A  formal  explanation  should  be  prepared  of 
factors  which  have  resulted  in  lapsed  funds  so 
that  they  may  be  considered  in  future  budgets. 

•  Each  program  prepares  an  Operational  Plan 
which  is  used  as  input  to  the  departmental 
Program  Forecast.  In  the  past  the  Operational 
Plans  have  not  been  updated  to  reflect  subse- 
quent changes  in  budgetary  levels. 

Operational  Plans  should  be  revised  and  re- 
distributed to  correspond  to  approved  Main 
Estimates. 

•  Formalized  policies  should  be  developed  con- 
cerning the  nature  and  documentation  of  the 
review,  challenge  and  approval  and  the  inde- 
pendent verification  of  mechnical  accuracy  of 
budgetary  submissions  to  Treasury  Board  and 
their  supporting  documents. 

RESPONSIBILITY  BUDGETS 

•  At  present,  the  preparation  of  the  Main  Esti- 
mates by  the  Department  serves  two  purposes: 
submissions  to  the  Treasury  Board  as  support 
for  requested  resources  and  as  the  detailed 
budgets  for  each  activity  element.  The  Main 
Estimates  are  prepared  in  a  strict  format  to 
conform  to  Treasury  Board  rules  and  thus  are 
not  necessarily  compatible  with  the  require- 
ment for  realistic  responsibility  budgets. 

More  realistic  budgets  should  be  established 
at  the  responsibility  centre  level. 

•  The  Department  should  establish  and  docu- 
ment in  the  Financial  Administration  Manual 
the  roles  which  should  be  played  in  the  bud- 
getary process  by  each  of  the  various  levels  of 
the  departmental  organizational  hierarchy  to 
ensure  commitment  to  final  budgets. 

•  Budget  changes  at  the  bureau,  departmental 
and  Treasury  Board  levels  should  be  satisfac- 
torily explained  to  responsibility  centre  man- 
agers to  ensure  their  commitment  to  their 
budgets  and  to  the  budgetary  process. 


DEPARTMENTAL  COMMENTS 

Nearly  half  (48%)  of  the  resources  requested  for 
1976-77  were  based  on  OPMS  data.  Of  the  re- 
maining amounts  approximately  50%  is  consid- 
ered not  to  be  quantifiable;  thus,  measures 
would  have  to  be  expenditure  ratios  only.  Indi- 
cators have  not  been  developed  in  several  of  the 
remaining  areas  because  of  changes  in  legisla- 
tion which  may  totally  change  the  measures. 
This  recommendation  will  be  implemented  as 
soon  as  the  final  1974-75  year-end  situation  is 
known. 


This  recommendation  has  been  implemented. 


This  recommendation  has  been  implemented. 


A  number  of  changes  have  been  made  to  im- 
prove the  budgets  of  responsibility  centres. 
This  is  the  subject  of  a  study  for  the  Financial 
Planning  group  during  the  summer  of  1 975. 


These  explanations  are  being  provided,  but 
because  of  the  limitation  on  resources,  managers 
remain  somewhat  uncommitted.  Further  educa- 
tion will  assist  in  dealing  with  this 
recommendation. 
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RECOMMENDATIONS 

The  majority  of  monthly  responsibility  bud- 
gets ignore  predictable  fluctuations  in 
monthly  cash  expenditures  and  are  basically 
prepared  by  spreading  the  annual  budget 
evenly  over  the  twelve-month  period.  Since 
expenditures  are  recorded  on  a  cash  basis  the 
comparison  of  budgeted  and  actual  expendi- 
tures is  often  meaningless  and  misleading. 

Monthly  budgets  should  be  based  on  realistic 
planned  expenditures  prepared  on  the  same 
basis  as  that  used  to  record  expenditures.  The 
comparison  with  actual  year-to-date  expendi- 
tures included  in  financial  reports  should  be 
supported  by  effective  variance  analysis. 
Salary  reserves  and  cost-of-living  adjustments 
should  be  added  as  soon  as  they  are  known  to 
budgeted  figures  in  reports. 
Procedures  requiring  that  all  budget  adjust- 
ments be  officially  recorded  in  the  Depart- 
ment's accounting  system  should  be  included 
in  the  Department's  budgetary  manual  and 
enforced  by  senior  bureau  officials  and  by 
Financial  and  Administrative  Services. 


DEPARTMENTAL  COMMENTS 


A  number  of  changes  have  been  made  to  im- 
prove monthly  budgets. 


This  recommendation  will  be  implemented  dur- 
ing 1975. 

This  recommendation  has  been  implemented. 


PROJECTED  EXPENDITURES 

•  The  Department  prepares  monthly  forecasts 
giving  a  comparison  of  budgeted  and  actual 
man-year  usage  and  expenditures  to  date  and 
a  projection  of  the  total  lapse  or  over-expendi- 
ture for  the  year. 

The  forecasts  of  man-year  usage  and  expendi- 
tures (Resource  Utilization  Reports)  do  not 
consider  the  effect  of  the  turnover  of  employ- 
ees currently  on  strength  and  the  difficulties  in 
increasing  net  strength  because  of  the  filling 
of  vacant  positions  from  within  the  Depart- 
ment. Estimates  of  future  hiring  dates  in  the 
regions  are  not  reviewed  for  feasibility  by  the 
appropriate  hiring  authority. 

The  turnover  of  employees  currently  on 
strength  and  the  pyramid  effect  of  filling 
vacant  positions  from  within  the  Department 
should  be  recognized  formally  in  forecasts  of 
manpower  usage  and  salary  expenditure.  Esti- 
mates of  future  hiring  dates  in  the  regions 
should  be  reviewed  by  the  appropriate  hiring 
authority. 


The  turnover  of  employees  currently  on  strength 
and  the  pyramid  effect  of  filling  vacant  positions 
from  within  the  Department  will  be  considered 
in  future  forecasts.  A  review  of  future  hiring 
dates  in  the  regions  by  the  appropriate  hiring 
authority  has  been  implemented. 
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The  Manpower  Planning  Reporting  System  is 
designed  to  produce  reports  of  current  man- 
power strength  and  projections  of  manpower 
costs  for  the  remainder  of  the  year.  Under  the 
present  system,  the  Manpower  Planning  Re- 
porting System  is  not  updated  on  a  prompt 
and  regular  basis  to  reflect  contract  settle- 
ments, thus  resulting  in  inaccurate  forecasts  of 
expenditures. 

Settlements  should  be  updated  in  the  Man- 
power Planning  Reporting  System  immedi- 
ately they  are  reached. 


•  Projections  of  non-salary  expenditures  are 
based  on  the  estimates  of  responsibility  centre 
managers. 

Financial  and  Administrative  Services  should 
develop  reliable  guidelines  for  forecasting 
non-salary  expenditures. 

•  The  Resource  Utilization  Report  was  not  is- 
sued in  September  1974  because  of  other 
priorities. 

The  Resource  Utilization  Report  should  be 
prepared  every  month. 

•  Supplementary  information  accompanying 
the  Resource  Utilization  Reports  is  redundant 
and  meaningless  and  the  format  of  the  infor- 
mation provided  is  different  for  each  bureau. 

Financial  and  Administrative  Services  should 
determine  the  nature  of  supplementary  infor- 
mation to  accompany  the  Resource  Utili- 
zation Reports  and  this  information  should  be 
prepared  in  a  consistent  format  for  each  re- 
sponsibility centre. 

•  Commitments  and  potential  commitments 
should  be  incorporated  into  the  Resource  Uti- 
lization Reports  prepared  for  Field  Opera- 
tions Service  responsibility  centres. 

COMMITMENTS 

•  Commitment  listings  should  be  purged  by  all 
responsibility  centre  managers  on  a  monthly 
basis  as  stated  in  the  Department's  Financial 
Administration  Manual. 

•  Commitments  should  be  recorded  in  the  re- 
gional accounting  systems  and  incorporated 
into  appropriate  regional  financial  reports. 


DEPARTMENTAL  COMMENTS 


This  observation  arose  because  the  study  occur- 
red during  the  time  that  the  manpower  system 
was  being  modified  and  a  number  of  contracts 
had  been  signed  just  prior  to  the  system  change. 
Now,  as  soon  as  the  Department  is  advised,  the 
changes  are  made. 


This  recommendation  will  be  subject  to  further 
analysis  in  1975. 


This  recommendation  has  been  implemented. 


Revised  reports  are  being  designed  for  1975-76 
with  some  explanatory  information.  Such  re- 
ports will  be  tailored  to  the  requirements  of  the 
individual  Assistant  Deputy  Minister  as  differ- 
ent factors  are  of  importance  in  different 
programs. 

A  revised  weekly  expenditure  and  detailed  com- 
mitment report  has  been  designed  for  the  re- 
gional offices  and  implemented. 


Instructions  have  been  issued  to  have  the  Man- 
ual followed  by  the  various  responsibility 
centres. 

This  recommendation  has  been  implemented. 
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OTHER  ASPECTS  OF  BUDGETARY 
CONTROL 

•   Certain  costs  are  not  always  charged  against 
votes  on  a  consistent  basis  from  year  to  year. 

The  Department  should  distribute  costs  to 
votes  on  a  basis  consistent  with  that  in  which 
the  Estimates  are  prepared. 


DEPARTMENTAL  COMMENTS 


The  budget  analyst  positions  are  often  staffed 
by  inexperienced  individuals  who  lack  the 
necessary  budgetary  expertise  to  respond  to 
responsibility  centre  managers'  need  for 
assistance. 

The  Department  should  seek  to  upgrade  the 
budget  analyst  function. 


FINANCIAL  SYSTEMS  AND  REPORTS 

•  Departmental  financial  transactions  are  re- 
corded in  two  separate  formal  financial  sys- 
tems. In  addition  to  utilizing  the  financial  re- 
porting services  of  the  Department  of  Supply 
and  Services,  the  Department  also  maintains 
its  own  computerized  financial  reporting 
system. 

Inputs  to  the  two  systems  are  mainly  prepared 
independently,  thus  resulting  in  inefficiency 
and  differences  between  total  expenditures 
reported  by  the  two  systems. 

The  Department  should  exchange  expenditure 
input  data  with  the  Department  of  Supply 
and  Services  in  machine  readable  format. 


Users  of  financial  reports  receiving  copies  of 
reports  from  both  formal  systems  are  not  pro- 
vided with  a  reconciliation  between  the  total 
expenditures  reported  by  the  two  systems. 

Reconciliations  of  financial  statements  should 
be  reviewed  and  initialled  by  a  senior  finan- 
cial officer  of  the  Department  and  a  copy  of 
the  reconciliation  should  be  sent  to  the  appli- 
cable expenditure  report  recipients. 


This  recommendation  is  accepted  in  principle 
and  in  virtually  all  cases  this  is  done.  However, 
because  of  changes  in  priorities  in  various  de- 
partmental programs  and  unforeseen  changes  in 
plans  which  increase  costs  of  services,  the 
charges  for  such  services  have  been  to  the  areas 
which  gave  rise  to  the  change. 


The  budget  analyst  positions  have  been  up- 
graded by  one  position  classification  level.  This 
area  will  also  be  subject  to  further  study. 


This  recommendation  has  been  reviewed.  With 
the  present  practice  of  numerous  small  batches 
each  day  serving  as  input  to  several  DSS  systems 
the  implementation  of  this  recommendation  is 
impractical  for  the  time  being. 


Many  of  these  reconciliations  were  already  re- 
viewed by  financial  officers  and  in  future  all  will 
be  reviewed  and  initialled.  Such  reconciliations 
probably  need  not  leave  the  division  when  other 
recommendations  of  this  section  are 
implemented. 
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•  Supplementary  accounting  systems  main- 
tained by  responsibility  centres  should  be 
eliminated. 

•  Each  region  maintains  a  system  of  manual 
expenditure  accounting  records  which  is  inde- 
pendent of  the  formal  financial  reporting 
system. 

The  regional  accounting  systems  should  be 
integrated  with  the  Department's  expenditure 
reporting  system. 

•  The  regional  accounting  systems  and  the  De- 
partment's Cash  Management  Reports  should 
separate  the  various  activity  elements  within 
the  Consumer  Affairs  Program. 

•  Revenue  summary  reports  should  be  distrib- 
uted to  the  responsibility  centres  which  collect 
the  revenue. 

USE  OF  FINANCIAL  REPORTS 

•  The  Department's  Cash  Management  Reports 
should  be  prepared  for  all  responsibility  cen- 
tres having  budgetary  responsibility  and 
spending  authority. 

•  Financial  and  Administrative  Services  should 
determine  which  reports  are  really  necessary 
for  responsibility  centre  use  and  discontinue 
the  preparation  of  the  remainder. 

•  Executive  summary  reports  should  be  modi- 
fied to  present  information  in  a  less  technical 
manner. 

•  At  present  the  Department's  handling  of  re- 
ports received  from  the  Department  of  Supply 
and  Services  is  causing  excessive  delays  in  dis- 
tribution to  users. 

The  Department  should  utilize  the  report  dis- 
tribution service  of  the  Department  of  Supply 
and  Services. 


DEPARTMENTAL  COMMENTS 

Where  there  is  a  duplication  such  systems  will 
be  eliminated  following  an  analysis  of  the  re- 
quirements of  each  individual  responsibility 
centre. 


This  recommendation  will  be  implemented  dur- 
ing 1975. 

This  recommendation  will  be  subject  to  further 
study  during  1975. 


This  recommendation  will  be  implemented  dur- 
ing 1975. 


This  recommendation  will  be  implemented  dur- 
ing 1975. 


A  major  study  is  presently  being  conducted  by 
Financial  and  Administrative  Services  to  imple- 
ment this  recommendation. 

This  recommendation  will  be  implemented  as  a 
part  of  the  major  study  referred  to  immediately 
above. 


The  continuance  of  the  distribution  of  reports 
from  the  Department  of  Supply  and  Services 
depends  on  the  results  of  the  special  study  refer- 
red to  above. 


ACCRUAL  ACCOUNTING 

•   At  present,  financial  reports  present  cash  ex- 
penditures only. 

Significant  accruals  should  be  recognized  in 
the  Department's  financial  reports. 


This  recommendation  will  be  implemented  dur- 
ing 1975. 
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OBSERVATIONS  AND  DEPARTMENTAL  COMMENTS 

RECOMMENDATIONS 

RESOURCE  MANAGEMENT  REPORTING 
SYSTEM 

•  The  Resource  Management  Reporting  System 
provides  output-oriented  information  for  cer- 
tain of  the  Department's  activity  elements. 

The  accuracy  and  usefulness  of  reports  pro-       This  recommendation  has  been  partially  imple- 
duced  by  the  Resource  Management  Report-       mented.  Implementation  will  be  completed  dur- 
ing System  should  be  improved  by:  appropri-       ing  1975. 
ate  monitoring  of  input  to  the  system;  verify- 
ing the  mechanical  and  typing  accuracy  of  the 
reports  produced;  comparing  budgeted  and 
actual  units  of  output;  and  preparing  effective 
supplementary  narrative  analysis. 
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DEPARTMENT  OF  ENERGY,  MINES  AND  RESOURCES 


Observations  and  Recommendations  as  at  May  1975. 
Departmental  Comments  as  at  July  1975. 


The  study  covered  departmental  programs  contained  in  Votes  1,  5  and  15  for  the  1974- 
75  fiscal  year,  but  excluded  the  expenditures  of  the  following  votes: 

Vote  1  la  —  Petroleum  Products  Compensation  Program 

Votes  20  and  25  —  Atomic  Energy  Control  Board 

Votes  30  and  35  —  Atomic  Energy  of  Canada  Limited 

Vote  47d  —  Eldorado  Nuclear  Limited 

Vote  50  —  National  Energy  Board 

Votes  51b,  52a  and  53c  —  Energy  Supplies  Allocation  Board 


OBSERVATIONS  AND 
RECOMMENDATIONS 

SENIOR  FINANCIAL  OFFICER 

•  A  Senior  Financial  Officer  has  not  been  desig- 
nated and  the  appropriate  duties  have  been 
carried  out  by  several  officers  at  different  or- 
ganizational levels. 

A  Senior  Financial  Officer  having  strong  fi- 
nancial qualifications  and  experience  should 
be  designated  in  writing,  should  report  di- 
rectly to  the  Deputy  Minister  and  should  be 
part  of  the  departmental  executive  group 
through  membership  on  the  policy  and  execu- 
tive committees.  The  written  designation  of 
the  Senior  Financial  Officer  should  include 
the  provision  that  the  position  is  to  provide 
strong  functional  direction  over  branch  fi- 
nancial officers  and  other  persons  performing 
financial  functions  at  the  branch  level  and 
over  their  recruitment,  development  and 
evaluation. 

STAFFING  OF  FINANCIAL  FUNCTION 

•  The  availability  of  appropriate  financial  ex- 
pertise is  required  within  each  branch  due  to 
the  complexity  of  branch  operations,  the  di- 
versity of  financial  system  requirements  and 
the  need  to  give  functional  direction  on 
branch  accounting  matters  to  responsibility 
centre  managers  and  provide  knowledgeable 
financial  advice  to  branch  management. 


DEPARTMENTAL  COMMENTS 


A  Senior  Financial  Officer  will  be  designated 
with  the  terms  of  reference  clearly  stating  his 
relationship  with  the  departmental  Executive 
and  with  Branch  financial  officers. 
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RECOMMENDATIONS 

A  financial  officer,  whose  immediate  superior 
is  either  the  Branch  Head  or  the  Senior  Fi- 
nancial Officer,  should  be  designated  in  each 
branch.  Each  should  have  adequate  financial 
qualifications  in  the  opinion  of  the  Senior 
Financial  Officer  and,  if  he  deems  it  neces- 
sary, be  classified  within  the  financial  admin- 
istration ("FI")  group  at  the  appropriate 
level. 

A  comprehensive  training  program  should  be 
documented  and  implemented  for  Financial 
Services  Division  staff,  branch  financial  offi- 
cers and  other  persons  performing  financial 
functions  within  the  branches. 

FINANCIAL  MANUAL 

•  The  majority  of  the  departmental  Financial 
Manual  has  not  been  written  and  much  of 
what  has  been  written  lacks  sufficient  detail 
for  use  at  branch  and  responsibility  centre 
levels. 

The  departmental  Financial  Manual  should 
be  completed  with  financial  responsibilities 
and  procedures  stated  in  detail  for  responsi- 
bility centres,  branches  and  Financial  Services 
Division. 

DOCUMENT  CONTROL 

•  Source  documents  are  now  batched  in  Finan- 
cial Services  Division.  However,  if  batching 
were  instituted  at  the  earliest  possible  point  in 
the  accounting  system,  it  should  provide  bet- 
ter document  control  and  more  accurate  cut- 
off information  than  is  now  available  to  oper- 
ating managers. 

Batch  control  of  documents  input  to  the  cen- 
tral financial  information  system  should  be 
initiated  and  carried  out  at  the  responsibility 
centre  or  branch  level. 

•  Inadequate  evidence  is  retained  in  the  Depart- 
ment to  enable  effective  subsequent  manage- 
ment or  audit  review  of  the  controls  applied  to 
specific  transactions.  The  original  source  doc- 
uments such  as  suppliers'  invoices,  travel 
claims,  cheque  requisitions  and  coding  forms 
are  sent  to  the  Department  of  Supply  and 
Services. 


DEPARTMENTAL  COMMENTS 


Departmental  policy  now  requires  that  this  rec- 
ommendation be  effected  as  soon  as  is  feasible. 


The  recommended  training  program  will  be 
developed  and  operated  on  a  regular  basis  as 
soon  as  the  financial  systems  and  related  manual 
have  been  developed. 


Completion  of  the  departmental  Financial  Man- 
ual has  been  given  high  priority,  giving  due  at- 
tention to  the  level  of  detail  required. 


Appropriate  batch  control  procedures  are  now 
fully  implemented. 
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DEPARTMENTAL  COMMENTS 


The  original  source  documents  showing  sig- 
natures under  Section  27  of  the  Financial 
Administration  Act  and  other  controls  should 
be  retained  in  Financial  Services  Division. 


PRE-AUDIT 

•  Pre-audit  procedures  are  not  uniformly  estab- 
lished throughout  the  Department  and  some 
functions  are  duplicated  at  different  orga- 
nizational levels. 

Uniform  pre-audit  procedures  should  be  es- 
tablished and  documented  and  their  perform- 
ance should  be  evidenced  by  the  initials  of 
those  performing  the  various  pre-audit  func- 
tions being  placed  on  originals  of  source  docu- 
ments, within  an  appropriately  designated 
audit  stamp. 

PAYMENT  CONTROL 

•  The  amount  figure  shown  on  departmental 
cheque  requisition  forms  can  be  raised  fraud- 
ulently after  the  application  of  the  signature 
under  Section  26  of  the  Financial  Administra- 
tion Act. 

The  cheque  requisition  amount  field  should  be 
completed  in  such  a  way  that  additional  digits 
cannot  be  inserted  in  front  of  those  originally 
entered. 

•  A  review  of  cash  receipts  disclosed  that  there 
have  been  some  instances  of  duplicate  pay- 
ment of  supplier's  invoices. 

One  copy  of  the  invoices  submitted  by  suppli- 
ers should  be  stamped  "original  invoice"  in 
coloured  ink  when  initially  received  in  the 
Department  and  cheque  requisitions  should 
be  processed  only  if  they  are  accompanied  by 
this  original  invoice. 

PAYROLL 

•  Delays  in  the  recording  of  overtime  costs  and 
the  appropriate  costs  relating  to  employees 
transferred  into  and  out  of  the  Department 
result  in  inaccuracies  in  the  financial  reports. 
Duties  are  improperly  segregated  in  that  those 
persons  responsible  for  preparing  input  to  the 
payroll  system  also  receive  the  pay  cheques 
for  distribution.  No  independent  predeter- 
mined controls  are  established  over  payrolls. 


The  original  source  documents  duly  pre-audited 
according  to  uniform  instructions,  and  stamped 
to  evidence  that  all  necessary  steps  have  been 
carried  out,  will  be  retained  in  Financial  Ser- 
vices Division. 


Uniform  pre-audit  procedures  will  be  estab- 
lished and  documentation  will  be  made  of  audit 
steps  performed  by  initials  being  placed  over  an 
audit  stamp  on  original  source  documents. 


The  cheque  requisition  amount  field  will  be 
completed  so  as  to  eliminate  the  possibility  of 
raising  the  amount. 


All  copies  of  invoices  other  than  the  original  will 
be  stamped  "COPY"  to  prevent  an  expenditure 
being  made  where  it  can  only  be  supported  by  a 
duplicate. 
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The  Senior  Financial  Officer  should  be  given 
the  responsibility  of  ensuring  the  adequacy  of 
the  existing  system  of  financial  controls  oper- 
ated by  the  Personnel  Branch  over  payrolls 
and  the  system  of  man-year  accounting. 

REVENUE  AND  ACCOUNTS  RECEIVABLE 

•  An  annual  review  of  fees  charged  and  free 
services  rendered  should  be  conducted  by  the 
Senior  Financial  Officer  and  recommenda- 
tions should  be  made  annually  to  Treasury 
Board.  Such  recommendations  should  be  sup- 
ported by  figures  showing  the  fees  being 
charged,  the  recommended  fees  and  all  costs 
applicable  to  each  fee  charged. 

•  Weaknesses  have  been  identified  in  existing 
accounting  procedures  and  controls  over  rev- 
enues and  accounts  receivable  relating  to:  lack 
of  proper  segregation  of  duties;  failure  to 
maintain  proper  control  accounts  and,  where 
these  are  maintained,  failure  to  balance  them 
regularly  with  subsidiary  records;  lack  of 
preparation  of  monthly  aged  accounts  receiv- 
able listings  for  submission  to  management 
and  lack  of  defined  collection  procedures  to 
minimize  loss  of  crown  assets. 

A  complete  review  should  be  made  of  revenue 
and  accounts  receivable  systems  with  particu- 
lar attention  to  the  following: 


(a)  Duties  relating  to  the  maintenance  of  ac- 
counts receivable  and  revenue  records 
should  be  segregated  in  such  a  way  that  no 
one  individual  can  receive  cash,  maintain 
accounts  receivable  records  and  issue  bil- 
lings and  credit  notes. 

(b)  Control  accounts  for  each  accounts  receiv- 
able system  should  be  maintained  and 
should  be  balanced  independently  with  the 
listing  of  the  subsidiary  accounts  receivable 
records. 

(c)  Monthly  aged  detail  listings  of  accounts 
receivable  should  be  prepared  for  manage- 
ment visibility  and  control. 


DEPARTMENTAL  COMMENTS 

The  Senior  Financial  Officer  will  be  given  this 
responsibility  and  will  carry  out  the  appropriate 
review. 


A  periodic  analysis  of  fee  structures  and  related 
costs  will  be  conducted. 


The  systems  of  revenue  and  accounts  receivable 
will  be  fully  integrated  with  the  central  financial 
information  system  and  changes  will  be  made  to 
give  effect  to  the  maintenance  of  proper  controls, 
segregation  of  duties,  aging  and  collection  pro- 
cedures, with  appropriate  consideration  being 
given  to  uniformity  throughout  all  branches  of 
the  Department. 
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(d)  Collection  procedures  should  be  instituted 
and  documented  on  a  uniform  basis 
throughout  the  Department  and  be  ap- 
proved by  the  Senior  Financial  Officer. 

MATERIELS  AND  CAPITAL  EQUIPMENT 
INVENTORIES 

•  Some  branches  do  not  make  an  annual  physi- 
cal count  of  unit  stores  as  required  by  the 
materiel  management  manual.  Internal  stores 
issues  are  made  to  branch  personnel  without 
supporting  documentation.  Access  to  unit 
stores  areas  is  not  restricted  to  storeroom  per- 
sonnel. Inventory  records  are  maintained  by 
employees  who  initiate  purchase  requisitions 
for  stores  and  receive  and  issue  stores  materi- 
els.  There  are  no  accounting  control  proce- 
dures to  ensure  that  all  purchases  of  equip- 
ment are  recorded  in  the  detailed  equipment 
inventory  records  and  in  several  branches 
these  records  are  not  accurate.  In  addition  in- 
ventory levels  are  not  evaluated  in  relation  to 
asset  use. 

The  Senior  Financial  Officer  should  ensure 
correction  of  the  identified  deficiencies  in  in- 
ventory control  systems. 

SPECIAL  PROJECT  DEPOSITS 

•  There  are  no  detailed  accounting  procedures 
covering  special  project  deposits  received 
from  outside  organizations  for  research  work. 
Control  weaknesses  exist  over  the  disburse- 
ment of  funds  and  the  disposition  of  balances 
on  completion  of  projects. 

Departmental  financial  control  procedures 
relating  to  special  deposits  received  under 
Section  15  of  Part  II  of  the  Financial  Admin- 
istration Act  should  be  developed  and  docu- 
mented and  approval  of  these  procedures 
should  be  obtained  from  Treasury  Board. 

INTERNAL  AUDIT 

•  Internal  audit  was  not  carried  out  prior  to 
1974.  Since  that  time  Audit  Services  Bureau 
have  been  carrying  out  internal  audit  func- 
tions under  a  three-year  audit  program  sub- 
mitted by  them,  with  completion  scheduled 
for  April  30,  1977. 


DEPARTMENTAL  COMMENTS 


The  Senior  Financial  Officer  will  ensure  correc- 
tion of  identified  deficiencies  and  the  required 
amended  procedures  will  be  reflected  in  the  Fi- 
nancial Manual. 


These  procedures  have  already  been  docu- 
mented and  Treasury  Board  approval  has  been 
obtained. 
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The  internal  audit  program  submitted  by 
Audit  Services  Bureau  should  be  completed 
within  the  stipulated  three-year  time  period, 
under  the  supervision  of  the  Chief,  Internal 
Financial  Audit. 

•  The  Chief,  Internal  Financial  Audit  reports  to 
the  Senior  Assistant  Deputy  Minister  in  order 
to  ensure  adequate  consideration  of  audit 
findings  and  recommendations.  An  audit 
committee  should  serve  as  an  effective  orga- 
nizational device  to  assist  the  Senior  Assistant 
Deputy  Minister  with  respect  to  his  responsi- 
bilities concerning  the  internal  audit  function. 

An  audit  committee  should  be  established  and 
documentation  made  of  its  terms  of  reference, 
which  should  include  the  annual  review  of  the 
scope  of  internal  audit  coverage,  the  findings 
and  recommendations  contained  in  audit  re- 
ports and  the  evaluation  of  the  performance 
of  the  internal  audit  group  at  appropriate 
intervals. 

PROGRAM  ACTIVITY  STRUCTURE 

•  Activity  and  sub-activity  descriptions  which 
relate  generally  to  organizational  lines  are 
recognized  by  the  Department  as  not  being 
appropriate  for  output  performance 
measurement. 

The  activity  and  sub-activity  definitions 
should  be  revised  in  all  programs  and  submit- 
ted to  Treasury  Board  for  approval. 


PROJECT  ACCOUNTING 

•  Projects  and  process  structures,  the  fundamen- 
tal level  of  operations  for  which  costs  should 
be  captured  and  controlled,  have  not  been 
fully  defined  within  certain  sectors  of  the  De- 
partment such  as  Energy  Development,  Min- 
eral Development  and  Administration. 

Project  and  process  structures  should  be  de- 
fined for  all  activities. 


Cost-based  project  accounting  systems  should 
be  installed  in  all  branches  of  the  Department 
to  report  periodically  on  the  status  of  projects. 


DEPARTMENTAL  COMMENTS 

The  Department  concurs  with  the  recommenda- 
tion with  respect  to  the  time  period  for  normal 
completion  of  the  internal  audit  program. 


The  Department  will  establish  an  audit  commit- 
tee with  appropriate  terms  of  reference. 


These  revisions  are  already  well  advanced.  The 
Department  has  recognized  the  shortcomings  of 
its  present  financial  system  and  is  embarking  on 
a  complete  restructuring  of  it.  This  restructuring 
will  incorporate  all  of  the  recommendations  in- 
cluded under  "Project  Accounting",  "Budgetary 
Control",  "Commitment  Control"  and  "Finan- 
cial Reporting". 


Project  and  process  structures  will  be  developed 
as  soon  as  the  revisions  to  the  activity  and  sub- 
activity  definitions  are  completed. 

See  reply  under  Program  Activity  Structure. 
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Valid  dollar  and  non-dollar  criteria  for  the 
measurement  of  efficiency  and  effectiveness  of 
project  progress  should  be  developed  and  doc- 
umented and  project  expenditures  incurred 
should  be  compared  with  project  plans  for 
performance  monitoring  and  for  benefit/cost 
analysis. 

BUDGETARY  CONTROL 

•  There  is  a  lack  of  budgetary  control  because 
monthly  budgets  for  many  responsibility  cen- 
tres have  not  been  put  into  the  central  finan- 
cial information  system.  Many  of  those  have 
used  1/12  of  the  annual  budget  to  arrive  at 
monthly  budget  figures.  In  addition,  budget- 
ary changes  including  allocations  from  other 
government  departments  have  been  input  late. 

Monthly  budgets  should  be  put  into  the  cen- 
tral financial  information  system  for  all  re- 
sponsibility centres  based  on  realistic  esti- 
mates of  monthly  expenditures. 

COMMITMENT  CONTROL 

•  Delays  occur  in  entering  commitment  data 
and  commitments  expected  to  be  liquidated 
within  the  current  month  are  usually  not  en- 
tered in  the  integrated  commitment  control 
system.  This  results  in  inaccurate  commitment 
controls  whenever  any  commitment  has  not 
been  entered  into  the  system  and  it  does  not 
get  fully  liquidated  within  the  current  month. 

All  commitments  should  be  put  into  the  inte- 
grated commitment  control  system  whether 
the  commitments  are  to  be  fully  liquidated 
within  the  current  month  or  not. 

FINANCIAL  REPORTING 

•  The  central  financial  information  system 
monthly  reports  receive  limited  use 
throughout  the  Department  because  of  delays 
in  entering  expenditure  and  commitment  data 
and  are  subject  to  criticism  concerning  report 
format  and  appropriateness  of  report  content. 

Monthly  reports  from  the  departmental  com- 
puter should  comply  with  the  revised  activity 
and  sub-activity  structure  and  be  in  a  format 
appropriate  for  the  use  of  departmental  man- 
agement at  all  levels. 


DEPARTMENTAL  COMMENTS 


See  reply  under  Program  Activity  Structure. 


See  reply  under  Program  Activity  Structure. 


See  reply  under  Program  Activity  Structure. 


See  reply  under  Program  Activity  Structure. 
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RECOMMENDATIONS 

Concise  supplementary  financial  management       See  reply  under  Program  Activity  Structure. 

reports  should  be  prepared  monthly  within 

each  branch  highlighting  significant  variances 

from  budget  and  their  analysis  and  disclosing 

aged   control   account   balances  of  accounts 

receivable. 
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DEPARTMENT  OF  THE  ENVIRONMENT 

Observations  and  Recommendations  as  at  May  16,  1975. 
Departmental  Comments  as  at  July  9,  1975. 

The  study  was  directed  primarily  toward  an  evaluation  of  the  effectiveness  of  the  present 
financial  management  and  control  systems  within  the  three  Departmental  Programs.  In 
addition  to  Departmental  and  Service  Headquarters  in  the  Ottawa-Hull  area,  visits  were 
made  to  Downsview,  Burlington,  Winnipeg,  Edmonton,  Vancouver,  Victoria  and  Halifax. 
The  Fishing  Vessel  Insurance  Plan,  Freshwater  Fish  Marketing  Corporation  and  Canadian 
Saltfish  Corporation  were  specifically  excluded  from  the  study. 


OBSERVATIONS  AND 
RECOMMENDATIONS 

ORGANIZATION  AND  STAFFING 

•  The  organization  and  staffing  of  the  financial 
function  within  the  Department  should  be 
given  further  study,  with  a  view  to: 

(a)  determining  the  optimum  degree  of  decen- 
tralization   of  the    financial    function    as 

'   between  the  departmental,  program,  ser- 
vice, regional  and  establishment  levels; 

(b)  more  clearly  defining  the  roles  and  respon- 
sibilities of  financial  staff  at  each  of  these 
levels; 

(c)  determining  the  adequacy  of  staffing  ar- 
rangements within  each  financial  unit;  and 

(d)  identifying  the  existence  of  individual  pock- 
ets of  financial  expertise  within  the  Depart- 
ment, and  assessing  the  relative  benefit  of 
continuing  on  the  present  basis  or  of  com- 
bining them  with  the  appropriate  level  of 
financial  management. 

FUNCTIONAL  RELATIONSHIPS 

•  Functional  reporting  relationships  should  be 
clarified  and  documented.  The  documentation 
should  clearly  indicate  that  the  Departmental 
Financial  Services  Branch  has  the  ultimate 
authority  and  responsibility  for  the  system  of 
financial  management  and  control  to  be  used 
within  the  Department. 


DEPARTMENTAL  COMMENTS 


Agree.  A  study  will  be  undertaken  as  soon  as 
possible. 


Agree.  Policy  statement  will  be  issued. 
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•  Senior  financial  officers  in  the  Departmental 
Financial  Services  Branch  should  actively  par- 
ticipate in  functional  guidance,  career  plan- 
ning, professional  development  and  training 
of  subordinates. 

FINANCIAL  MANUAL 

•  The  planned  revision  of  the  financial  manual 
should  be  carried  out  as  soon  as  possible.  Care 
should  be  taken  to  ensure  that  the  manual 
includes: 

(a)  supplements  for  each  service,  where  appro- 
priate, approved  by  the  Departmental  Fi- 
nancial Services  Branch;  and 

(b)  instructions  as  in  the  Treasury  Board  Guide 
on  Financial  Administration  for  topics  not 
now  covered  or  not  adequately  covered. 

DELEGATION  OF  FINANCIAL 
AUTHORITIES 

•  The  Departmental  Financial  Services  Branch 
should,  as  a  temporary  measure,  ensure  that 
officers  of  the  Ministry  of  Transport  exercis- 
ing financial  authorities  under  Sections  26 
and  27  of  the  Financial  Administration  Act 
on  behalf  of  Environment  Canada  have  ade- 
quate information  to  do  so  properly. 

ACCOUNTING  CONTROLS 

•  Departmental  policies  and  procedures  with 
respect  to  accounting  controls  should  be  for- 
mulated and  then  documented  to  ensure  the 
accuracy,  authority  and  appropriate  degree  of 
completeness  of  all  data  entering  the  account- 
ing system.  In  particular,  the  system  should 
ensure  that: 

(a)  prescribed  controls  are  adhered  to;  and 

(b)  special  controls  are  used  in  areas  where 
normal  procedures  are  not  practical. 

PAYROLLS 

•  The  payroll  and  related  systems  operated  by 
the  Personnel  Directorate,  and  all  revisions 
thereto,  should  be  subject  to  continuing  re- 
view and  approval  by  the  Departmental  Fi- 
nancial Services  Branch  as  well  as  regular 
audit  by  Departmental  Internal  Audit. 


DEPARTMENTAL  COMMENTS 


Agree.  Appropriate  action  will  be  taken. 


Action  under  way. 


Will  be  done. 


Agree.  Policies  and  systems  will  be  reviewed. 


Will  be  done. 


180 


OBSERVATIONS  AND 
RECOMMENDATIONS 

INTERNAL  CONTROL  OVER  REVENUES 
AND  ACCOUNTS  RECEIVABLE 

•  The  Departmental  Financial  Services  Branch 
should  undertake  a  comprehensive  review  of 
the  effectiveness  of  all  the  systems  of  internal 
control  over  revenues  and  accounts  receivable 
throughout  the  Department  with  particular 
emphasis  on  the  adequacy  of  the  existing  di- 
vision of  duties  and  on  the  need  for  monitor- 
ing the  billing  and  collection  process  at  the 
appropriate  management  level. 

REVENUE  POLICIES 

•  The  Departmental  Financial  Services  Branch 
should: 

(a)  establish  and  document  policies  related  to 

revenue  recovery; 

(b)  communicate  such  policies  throughout  the 

Department; 

(c)  establish  a  procedure  for  regularly  reviewing 

the  appropriateness  of  cost  recovery  rates; 
and 

(d)  ensure   that  senior   departmental    manage- 

ment and  Treasury  Board  are  kept  fully  in- 
formed of  the  financial  implications  of  cur- 
rent policies  and  of  the  need  for  their  con- 
stant revision. 

INVENTORIES  OF  SUPPLIES 

•  The  Departmental  Financial  Services  Branch 
should  collaborate  with  the  Materiel  Manage- 
ment Division  in  establishing  appropriate 
accounting  controls  over  inventories  and  in 
providing  stronger  functional  direction  in  this 
area  by  identifying  and  reviewing  current  in- 
ventory systems  and  by  developing  improved 
systems  where  required. 

CAPITAL  EQUIPMENT 

•  The  Finance  and  Facilities  Directorate  should 
establish  an  equipment  control  system  that 
can  be  consistently  applied  throughout  the 
Department  and  which  assigns  specific  re- 
sponsibility to  regional  responsibility  centre 
managers  and  stores  managers  for  the  custody 
and  control  of  all  capital  equipment.  Such  a 
system  should  also  provide  for: 


DEPARTMENTAL  COMMENTS 


Agree.  Review  will  be  undertaken. 


Agree.  Will  be  done. 


Agree.  Action  already  under  way. 


Agree.  Action  under  way. 
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(a)  proper  monitoring  of  the  system  through 
physical  inspections  and  procedural  reviews 
by  appropriately  qualified  personnel;  and 

(b)  approval  of  all  revisions  by  the  Materiel 
Management  and  Financial  Management 
Divisions. 

LOANS  RECEIVABLE 

•  The  Department  should  review  its  policies 
and  procedures  with  respect  to  loans  to  ensure 
that: 

(a)  clarification  is  obtained  as  to  who  has  the 
authority  to  amend  the  terms  and  condi- 
tions of  loan  agreements; 

(b)  loans  or  prospective  loans  to  the  same  party 
from  different  branches  are  adequately  co- 
ordinate; and 

(c)  a  mechanism  exists  for  ensuring  that  loans 
advanced  through  a  requisitioning  process 
do  not  exceed  the  limits  approved  for  the 
loan. 

INTERNAL  AUDIT 

•  Although  the  Internal  Audit  Division  has  only 
recently  been  established  we  feel  that  every 
effort  should  be  made  to  fill,  as  quickly  as 
possible,  existing  staff"  vacancies  in  this 
Division. 

•  The  Internal  Audit  Division  should  be  used  as 
the  vehicle  to  monitor  the  implementation  of 
all  internal  and  external  recommendations  of 
a  financial  or  administrative  nature  that  are 
adopted  by  the  Department. 

•  The  composition  of  the  proposed  Audit  Com- 
mittee should  be  revised  to  include  the  Assist- 
ant Deputy  Minister  Planning  and  Finance  in 
its  membership. 

•  The  annual  audit  report  prepared  by  the 
Chief,  Departmental  Audit,  as  well  as  such 
interim  reports  as  deemed  appropriate  by 
him,  should  be  submitted  to  the  Deputy 
Minister. 


DEPARTMENTAL  COMMENTS 


Agree.  Review  has  commenced. 


Agree.  Action  under  way. 


Agree. 


Composition  of  the  Committee  will  be  reviewed. 


Will  be  done. 
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PROGRAM/ACTIVITY  STRUCTURE 

•  The  Department  should  review  its  existing 
Program /Activity  Structures  with  a  view  to 
deciding  on  the  one  most  appropriate  for 
planning,  for  program  evaluation  resource  al- 
location and  for  budgetary  control  within  the 
Department. 

•  The  vote  wording  for  the  Fisheries  and  Ma- 
rine Program  and  the  Environmental  Services 
Program  should  be  revised  to  indicate  that  the 
costs  of  the  centralized  personnel  function  are 
included  in  the  funds  being  requested  for  each 
program. 

BUDGET  PREPARATION 

•  The  Department  should  establish  and  docu- 
ment a  more  effective  system  of  budget  prepa- 
ration that  will  ensure: 

(a)  that  the  plans  and  priorities  of  senior  man- 
agement are  preserved  throughout  the 
process; 

(b)  that  new  programs  and  changes  to  existing 
programs  are  reviewed  and  challenged, 
where  necessary,  at  successively  higher  lev- 
els of  management;  and 

(c)  that  continuing  programs  are  reviewed  pe- 
riodically to  ensure  that  their  continued  ex- 
istence is  still  justified. 

BUDGET  CONTROL 

•  Departmental  Financial  Services  Branch 
should  review  the  need  to  maintain  existing 
mechanically  produced  allotment  control  re- 
cords in  light  of  the  information  already 
available  in  the  Department  of  Supply  and 
Services  reporting  system. 

•  Departmental  Financial  Services  Branch 
should  be  directly  involved  in  the  develop- 
ment of  Operational  Performance  Measure- 
ment Systems  now  under  way  in  the 
Department. 

•  The  Department  should  employ  more  sophis- 
ticated cost  accounting  techniques  in  cases 
where  more  visible  and  meaningful  informa- 
tion on  project  costs  would  result. 


DEPARTMENTAL  COMMENTS 


Agree.  Action  under  way. 


Agree,  subject  to  review  of  method  of  funding. 


Agree.  System  currently  being  developed. 


Review  will  be  made. 


Agree.  Will  be  done. 


Agree.  Review  will  be  undertaken  to  determine 
areas  where  most  benefits  would  occur. 
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FINANCIAL  REPORTING 

•  The  Department  of  Supply  and  Services  re- 
porting system  should  be  assessed  to  evaluate 
the  practicability  of  using  information  from  it 
for  a  more  meaningful  monthly  management 
report. 

•  The  existing  monthly  financial  management 
report  to  senior  management  should: 

(a)  provide  financial  information  on  a  well- 
defined  departmental  activity  basis  appro- 
priately subdivided  to  the  activity  element 
level,  where  required;  and 

(b)  contain  more  complete  explanations  of  var- 
iances, the  reasons  for  projected  year-end 
deficits  and  suggestions  for  the  financing  of 
these  deficits. 

•  Senior  management  should  communicate 
their  decisions  concerning  the  ultimate  dispo- 
sition of  deficits  to  departmental  managers. 

•  The  development  and  use  of  supplementary 
financial  reporting  systems  in  the  Department 
should  be  subject  to  approval  by  the  Depart- 
mental Financial  Services  Branch. 


DEPARTMENTAL  COMMENTS 


Agree.  Will  be  done. 


Agree.  Work  will  be  continued. 


Agree.  Will  be  done. 


Agree.  Action  will  be  taken. 
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DEPARTMENT  OF  EXTERNAL  AFFAIRS 


Observations  and  Recommendations  as  at  July  1975. 
Departmental  Comments  as  at  September  1975. 

The  study  covered  the  program  "Canadian  Interests  Abroad"  reporting  to  the  Under 
Secretary  of  State  and  included  the  Passport  Office  operations.  It  excluded  the  operating 
expenditures  of  the  following  vote: 


Vote  20:  World  Exhibition  Program 

OBSERVATIONS  AND 
RECOMMENDATIONS 


DEPARTMENTAL  COMMENTS 


ORGANIZATION 


DESIGNATED  FINANCIAL  OFFICER 

•  The  Minister  should  designate  the  Assistant 
Under  Secretary  of  Finance  and  Administra- 
tion or  the  Director-General  of  Finance  and 
Administration  as  the  Senior  Financial 
Officer. 


The  responsibility  for  providing  senior  financial 
advice  to  departmental  management  is  well  un- 
derstood within  the  organization.  The  lack  of 
formal  documentation  confirming  the  Minister's 
designation  of  the  responsibility  will  now  be 
rectified. 


RESTRUCTURE 

•  An  imbalance  exists  in  the  allocation  of  staff 
resources  with  many  man-years  invested  in 
detailed  post-audit  of  limited  value,  while  in- 
ternal financial  audit  is  neglected  and  more 
effective  financial  management  information 
and  support  service  is  needed. 

•  The  Department  should  restructure  its  finan- 
cial function  to  provide  a  more  innovative 
management  information  and  support  service 
and  to  take  full  advantage  of  the  scope  for 
mere  effective  financial  control. 


FUNCTIONAL  DIRECTION 

•  The  designated  Senior  Financial  Officer 
should  ensure  that  financial  policies  and  di- 
rectives are  communicated  to  all  persons  for 
whom  he  has  functional  responsibility. 


The  Department  intends  to  develop  an  internal 
audit  capability  and  to  phase  out  the  detailed 
financial  audit  now  performed  on  both  a  pre- 
and  post-payment  basis. 


Studies  on  all  aspects  of  financial  administration 
are  being  undertaken  with  the  object  of  reorga- 
nizing the  financial  functions  of  the  Department 
to  conform  more  closely  with  the  Treasury 
Board  Guide  on  Financial  Administration  and 
to  correct  shortcomings  noted  in  this  report. 


Financial  policies  and  directives  are  being  com- 
municated throughout  the  Department  through 
the  Manual  of  Financial  Management  and  Fi- 
nancial Management  Letters. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

•  Senior  financial  officers  should  play  a  more 
active  role  in  preparing  position  descriptions 
and  in  reviewing  performance  of  more  junior 
financial  staff  throughout  the  Department. 

MANUALS 

The  Department  has  developed  comprehen- 
sive manuals  of  Materiel  Management,  Prop- 
erty Management  and  Financial  Management 
mainly  for  post  operations. 

•  The  Manual  of  Financial  Management  should 
be  extended  to  include  at  least  the  following: 


DEPARTMENTAL  COMMENTS 

The  Director,  Finance  Division,  is  consulted  on 
the  position  descriptions  of  all  financial  staff  and 
participates  in  the  performance  review  of  all  FIs. 


There  has  been  some  delay  in  completing  cer- 
tain sections  of  the  Manual  and  an  officer  has 
now  been  recruited  specifically  for  this  purpose. 


Headquarters  accounting  and  audit  procedures 

Organization  charts 

Descriptions  of  all  financial  systems 

Procedures  for  control  of  revenue  and  expenditures 

Budgetary  control  procedures 

Financial  reporting  procedures 


ORGANIZATION  CHARTS 

•  The  Department  should  have  a  current,  ap- 
proved master  organization  chart  and  sub- 
charts  showing  all  reporting  relationships  in- 
cluding those  related  to  functional 
responsibilities. 


As  the  Department's  pattern  of  organization 
creates  an  unusually  large  number  of  functional 
relationships  on  the  operational  as  well  as  the 
administrative  side,  it  is  considered  quite  im- 
practical to  display  them  on  a  single  master  or- 
ganization chart.  On  the  other  hand,  it  is  fully 
agreed  that  the  responsibilities  within  the  fi- 
nancial function  should  be  adequately  docu- 
mented and  measures  are  being  taken  to  ensure 
that  this  is  done. 


POSITION  DESCRIPTIONS 

•  Position  descriptions  for  officers  with  financial 
responsibilities  should  be  reviewed  and  when 
necessary  should  be  redrafted  to  emphasize 
financial  management  responsibilities  and 
tasks. 

DELEGATION  OF  AUTHORITIES 

•  The  delegation  of  authorities  document 
signed  by  the  Minister  should  specify  that: 

(a)   delegated       authority       shall       not       be 
redelegated; 


The  Department  agrees  with  this  observation 
and  will  incorporate  the  recommendation  in  the 
normal  position  description  review  performed 
by  the  USSEA  under  delegation  from  the  Public 
Service  Commission. 


While  not  included  on  the  delegation  of  authori- 
ties document  the  Department  is  ensuring  com- 
pliance with  these  requirements  by  performing  a 
detailed  financial  audit,  subject  to  the  under- 
noted  exceptions. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

(b)  no  person  in  an  acting  capacity  shall  be 
permitted  to  exercise  the  authorities  given 
to  a  position  unless  properly  designated  in 
writing  by  an  officer  to  whom  the  incum- 
bent of  the  position  reports; 

(c)  payment  authority  shall  be  exercised  only 
when  the  certificate  required  under  Section 
27  of  the  Financial  Administration  Act  has 
been  provided  by  a  person  delegated  appro- 
priate spending  authority; 

(d)  spending  authority  and  payment  authority 
shall  not  be  exercised  by  the  same  person 
for  a  particular  payment;  and 


(e)  payment  authority  shall  not  be  delegated  to 
positions  classified  below  the  Financial 
Administrator  2  level. 


PAYROLL 

•  The  responsibility  for  the  preparation  of  pay- 
roll data  and  the  updating  of  payroll  records 
is  primarily  a  personnel  function.  Personnel 
officers  are  not  financially  oriented  and  there 
is  a  lack  of  awareness  of  the  need  for  financial 
controls  over  payroll. 

•  Controls  over  payroll  procedures  both  at 
headquarters  and  posts  abroad  should  be  es- 
tablished and  documented.  The  responsibility 
for  establishing  and  monitoring  these  controls 
should  be  assigned  to  financial  officers. 

OTHER  EXPENDITURES 

•  The  Department  should  ensure  that  account- 
ing controls  in  the  system  for  expenditures  are 
established  at  the  earliest  possible  point  in  the 
process  and  maintained  throughout  the  man- 
ual, mechanical  and  computer  operations. 

REVENUE 

•  Procedures  and  controls  for  the  collection  and 
accurate  recording  of  all  revenues  should  be 
documented. 


DEPARTMENTAL  COMMENTS 


(d)  occasionally  spending  authority  and  pay- 
ment authority  is  exercised  by  the  same  senior 
officer  for  certain  payments  of  a  recurring  na- 
ture, where  another  officer  with  the  requisite 
authority  is  unavailable; 

(e)  since  payment  authority  is  presently  re- 
stricted primarily  to  Finance  Division  following 
detailed  audit,  some  experienced  personnel  at 
the  Clerical  and  Regulatory  level  6  do  authorize 
payments  within  specified  financial  limitations. 


The  preparation  of  payroll  data  and  updating 
records  is  performed  by  compensation  clerks 
supervised  by  an  Administrative  Officer  who  is 
fully  qualified  in  compensation  matters.  A  fi- 
nancial officer  functionally  responsible  to  the 
Director,  Finance  Division,  exercises  control 
over  the  salaries  and  allowance  budgets. 
While  control  procedures  do  exist,  it  is  agreed 
that  they  should  be  identified  and  documented. 
Financial  officers  will  be  involved  in  the  docu- 
mentation and  monitoring. 


This  recommendation  will  be  implemented  with 
the  introduction  of  detailed  commitment  control 
procedures  now  being  formulated. 


The  procedures  respecting  revenues  and  other 
accounts  receivable  will  be  documented  in  the 
Manual  of  Financial  Management. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 


DEPARTMENTAL  COMMENTS 


CONTROL  OF  ASSETS 

•  All  accountable  furniture,  fixtures  and  equip- 
ment should  be  physically  controlled  on  the 
basis  of  quantity,  cost  and  location.  Num- 
bered tags  should  be  used,  where  appropriate. 

•  The  Department  should  integrate  the  subsidi- 
ary accounting  system  for  headquarters'  asset 
control  into  the  system  in  effect  for  controlling 
capital  assets  abroad. 


The  Department  should  reconcile  annually 
total  acquisitions  of  accountable  assets  re- 
corded in  the  subsidiary  system  to  totals  of 
line  objects  in  the  principal  accounting 
system. 


The  control  of  materiel  assets  at  posts  is  pro- 
vided for  through  a  computerized  inventory  sys- 
tem accompanied  by  physical  checks,  as  detailed 
in  the  Manual  of  Materiel  Management.  A  simi- 
lar system  is  being  introduced  for  materiel  assets 
at  Headquarters  but  will  be  segregated  from  the 
former  for  administrative  convenience. 
The  feasibility  of  reconciling  acquisitions  as  re- 
corded in  the  computerized  inventory  system 
with  total  expenditures  by  line  objects  will  be 
considered  during  the  departmental  study  of  all 
aspects  of  financial  administration. 


INTERNAL  AUDIT 


An  Inspection  Service  Division  reporting  to 
the  Under  Secretary  of  State  conducts  opera- 
tional audits  of  posts  abroad  which  include 
limited  tests  of  financial  systems  and  proce- 
dures. There  has  been  no  internal  audit  of  the 
headquarters  and  passport  operations. 
•  The  scope  of  operational  audits  at  posts 
abroad  should  be  expanded  to  give  greater 
coverage  as  well  as  to  include  reasonable  tests 
of  financial  systems  and  procedures. 


•  There  should  be  an  internal  audit  of  the  head- 
quarters and  passport  operations. 

•  The  Department  should  establish  an  Audit 
Committee  which  would: 

(a)  review  internal  audit  reports  and  actions 
taken  on  findings;  and 

(b)  approve  the  audit  coverage  proposed  by  the 
internal  audit  group. 


The  scope  of  audits  will  be  expanded  during  the 
current  year  as  a  consequence  of  the  provision  of 
additional  man-years  which  permits  the  forma- 
tion of  two  four-man  inspection  teams.  In  addi- 
tion, in  the  context  of  the  departmental  study  on 
all  aspects  of  financial  administration,  consider- 
ation will  be  given  to  a  further  expansion. 


The  establishment  of  an  Audit  Committee  will 
be  considered  in  the  context  of  the  departmental 
study  on  all  aspects  of  financial  administration. 


BUDGETARY  CONTROL 


FORECASTS  AND  MAIN  ESTIMATES 

•   There  should  be  better  documentation  of  al 
planning  decisions  and  reviews. 


It  is  considered  that  Planning  decisions  and  re- 
views are  adequately  and  closely  controlled. 
However,  it  is  agreed  that  they  could  be  better 
documented  in  a  formal  sense. 
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RECOMMENDATIONS 

MANPOWER  BUDGETING 

•  The  Department  has  in  the  past  budgeted 
100%  of  man-years  and  salary  dollars.  Un- 
foreseen costs  such  as  overtime  and  casual  la- 
bour have  been  covered  out  of  reserves  created 
in  salary  dollars  due  to  delays  in  filling 
vacancies. 

Salary  dollars  included  in  the  Main  Estimates 
should  reflect  conditions  imposed  by  time  lags 
in  filling  vacancies.  The  Department  should 
ensure  that  each  known  expenditure  such  as 
overtime  and  casual  labour  is  forecast  and 
reported  by  separate  line  object. 


DEPARTMENTAL  COMMENTS 


BUDGET  PROCEDURES 

•  The  Department  should  formalize  and  docu- 
ment policies  concerning  the  requirements, 
preparation,  challenge  and  approvals  of  bud- 
getary submissions  including  identification  of 
independent  verification  of  mechanical  and 
clerical  accuracy  of  the  submissions  and  sup- 
porting documents. 

•  Improved  budget  variance  analysis  proce- 
dures should  be  developed. 


COMMITMENT  CONTROL 

•  The  system  of  commitment  accounting  and 
control  throughout  the  Department  should  be 
refined  and  documented  to  provide  accurate 
and  consistent  recording  in  the  financial 
reports. 

STAFFING 

•  The  Department  should  make  every  effort  to 
ensure  that  the  staffing  of  the  Estimates  and 
Forecasts  section  is  commensurate  with  the 
senior  nature  of  the  responsibilities  involved 
and  is  capable  of  providing  an  effective  sup- 
port to  responsibility  centres. 


The  Program  Forecasts  and  Estimates  Manual 
does  not  require  that  any  adjustment  be  made 
for  time  lags  in  filling  vacancies.  Since  the  net 
result  would  be  comparable  the  Department 
considers  it  more  realistic  to  budget  salaries  in 
the  gross  amount  to  cover  continuing  and  casual 
employment  than  to  attempt  to  forecast  sepa- 
rately. Overtime  is  in  fact  budgeted  for  by  sepa- 
rate line  object  and  has  been  for  a  number  of 
years. 


The  Department  will  formalize  and  document 
policies  and  procedures  on  budgets  in  the  Man- 
ual of  Financial  Management.  Verification  of 
submissions  will  become  part  of  the  standing 
procedures. 


Action  will  be  taken  to  improve  variance  analy- 
sis as  a  consequence  of  a  recent  organizational 
change  in  Finance  Division. 


It  is  agreed  that  commitment  accounting  and 
control  should  be  refined  and  documented.  Dif- 
ferent systems  are  being  studied  at  the  present 
time  in  order  to  develop  the  most  appropriate 
systems  for  departmental  operations. 


The  staffing  and  reorganization  of  the  Estimates 
and  Budgets  Section  will  be  one  of  the  prime 
considerations  of  the  departmental  study  on  all 
aspects  of  financial  administration. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 


DEPARTMENTAL  COMMENTS 


FINANCIAL  REPORTING 


•  While  the  Department  utilizes  the  services  of 
the  Department  of  Supply  and  Services  for  its 
financial  reporting,  it  also  maintains  its  own 
accounting  system  for  allotment  control 
purposes. 

•  Reconciliations  of  financial  information  pro- 
duced by  the  Department's  accounting  system 
and  that  produced  by  DSS  should  be  reviewed 
and  initialled  by  a  senior  financial  officer. 

•  The  Department  should  study  and  develop 
means  of  improving  the  system  of  financial 
reporting,  preferably  through  the  services  of 
DSS,  specifically  to  implement: 

(a)  man-year  utilization; 

(b)  accurate  commitment  accounting;  and 

(c)  accrual  accounting  when  necessary. 

•  The  Department  should  exchange  expenditure 
input  data  with  DSS  in  machine  readable  for- 
mat, and  should  continue  to  explore  possibili- 
ties of  minimizing  any  duplication  in  data 
preparation  and  financial  reports. 

PASSPORT  OFFICE 

•  The  Operating  Procedures  Manual  should  be 
completed  to  include  all  control  procedures 
for  revenue  and  expenditures. 


The  possibility  of  integrating  the  departmen- 
tal system  as  it  applies  to  the  Passport  Office 
and  the  accounting  system  of  the  Passport 
Office  into  the  DSS  system  should  be 
investigated. 


DSS  provides  a  cash  and  a  budget  reporting 
service  to  the  Department  which  maintains  sep- 
arate cash  and  allotment  records  for  control  and 
reconciliation  purposes. 

In  future  reconciliations  between  departmental 
accounting  records  and  DSS  will  be  reviewed 
and  signed  by  senior  officers  in  Finance 
Division. 

This  recommenation  will  be  considered  during 
the  study  now  under  way  on  all  aspects  of  fi- 
nancial administration. 


An  experimental  project  to  provide  input  data 
by  cassette  tape  is  now  in  the  planning  stage  in 
co-operation  with  DSS. 


Control  procedures  exist  as  directives  and  are 
followed  in  practice.  The  Operating  Procedures 
Manual  is  designed  primarily  to  describe  the 
normal  operating  procedures  to  be  followed  by 
Passport  Office  staff  in  processing  applications 
and  issuing  passports.  Chapters  are  provided  for 
support  services  such  as  Personnel,  Finance  and 
Administration  and  it  is  intended  to  complete 
these  as  soon  as  possible. 

This  recommendation  will  be  considered  during 
the  study  on  all  aspects  of  departmental  financial 
administration. 
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DEPARTMENT  OF  FINANCE  AND  TREASURY  BOARD  SECRETARIAT 

Observations  and  Recommendations  as  at  April  30,  1975. 
Departmental  Comments  as  at  July  1975. 

In  addition  to  appropriations  financing  the  programs  of  the  Department  and  the  Secre- 
tariat the  study  included  procedures  related  to  the  loans  and  investments  accounts,  current 
and  demand  liabilities,  deposit  and  trust  accounts  and  the  deferred  and  special  accounts 
which  are  part  of  the  Accounts  of  Canada  and  appear  in  the  Statement  of  Assets  and 
Liabilities. 

As  the  Department  of  Finance's  Finance,  Personnel  and  Administration  Branch  provides 
joint  administrative  and  financial  services  to  the  Department  of  Finance  (Department)  and 
the  Treasury  Board  Secretariat  (Secretariat)  the  observations  and  recommendations  have 
been  divided  into  three  areas  of  responsibility,  those  that  are  common  to  the  Department 
and  Secretariat,  those  that  apply  only  to  the  Department  and  those  that  apply  only  to  the 
Secretariat. 


OBSERVATIONS  AND 
RECOMMENDATIONS 


DEPARTMENT'S  AND  SECRETARIAT'S 
COMMENTS 


COMMON  TO  DEPARTMENT  AND  SECRETARIAT 


ORGANIZATION 

•  Either  the  position  of  Director,  Finance,  Per- 
sonnel and  Administration  Branch  or  one  of 
the  positions  of  Assistant  Director  should  be 
filled  by  a  person  with  a  qualified  accounting 
background. 

FUNCTIONAL  RESPONSIBILITIES 

•  The  responsibility  of  the  Financial  Services 
Division  for  giving  functional  guidance  and 
direction  in  financial  matters  should  be  de- 
fined and  communicated  through  the  Manual 
of  Internal  Administration. 

TRAINING  AND  DEVELOPMENT 

•  No  appropriate  training  programs  are  offered 
on  the  Department's  and  Secretariat's  finan- 
cial management  and  control  systems. 


Agree.  This  would  be  desirable. 


This  will  be  more  completely  documented  in  the 
Manual  of  Internal  Administration  by  August 
31,  1975. 
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RECOMMENDATIONS 

Financial  Services  Division's  training  and 
development  program  should  be  extended  to 
cover  administrative  officers  having  financial 
responsibilities  within  the  branches. 

ACCOUNTING  CONTROL  OF 
EXPENDITURES 

•  The  procedure  of  batching  cheque  requisi- 
tions for  submission  to  the  Department  of 
Supply  and  Services  paying  offices  should  in- 
corporate a  control,  as  a  precaution  against 
fraud  and  error,  whereby  a  responsible  finan- 
cial officer  of  Financial  Services  Division  in- 
dependent of  the  payment  officer,  as  the  final 
procedures  before  submission,  ensures  that 
payment  documents  are  properly  authorized 
under  Sections  26  and  27  of  the  Financial 
Administration  Act. 

PAYROLL 

•  Procedures  relating  to  distribution  of  payroll 
cheques  are  not  adequate  since  they  do  not 
provide  for  independent  checks  to  guard  aga- 
inst fraudulent  practices. 

Financial  Services  Division  should  exercise  a 
functional  responsibility  for  financial  controls 
over  payroll  and  periodically  should  distribute 
the  payroll  cheques. 

REMITTANCES  BY  MAIL 

•  Cash  receipts  are  not  recorded  in  the  presence 
of  another  employee,  as  mail  is  opened,  to 
ensure  that  all  revenues  are  collected  and  ac- 
counted for. 

Arrangements  should  be  made  to  ensure  ad- 
herence to  requirements  of  the  Receipt  and 
Deposit  of  Public  Money  Regulations  in  re- 
spect to  mail  opening. 

A  specific  endorsement  stamp  should  be  used 
by  the  Central  Mail  Room  to  stamp  all  che- 
ques and  negotiable  instruments  as  the  mail  is 
opened  to  prevent  cashing  by  unauthorized 
persons. 

Financial  Services  Division  should  institute  a 
review  of  the  mail  opening  procedures  to  de- 
termine whether  cash  blotters  should  be  main- 
tained in  the  Records  Offices. 


DEPARTMENT'S  AND  SECRETARIAT'S 
COMMENTS 

There  is  no  general  or  continuing  requirement 
for  such  training.  Individual  needs  are  met 
through  courses  conducted  by  the  PSC  and  spe- 
cial briefings  by  the  Financial  Services  Division. 


This  will  be  considered. 


Agree. 


Implemented. 


To  be  considered. 


Cash  blotters  are  now  maintained  in  the  Re- 
cords Offices. 
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FURNITURE  AND  EQUIPMENT 

•  The  accounting  system  now  being  developed 
should  be  implemented  in  1975  to  ensure  that 
all  furniture  and  equipment  acquired  by  the 
Department  and  the  Secretariat  are  accounted 
for  on  a  quantitative  basis. 

•  Program  and  responsibility  centre  managers 
should  be  held  accountable  for  all  furniture 
and  equipment  located  within  their  areas. 

INVENTORIES  AND  MATERIEL 

•  The  Finance,  Personnel  and  Administration 
Branch  should  set  up  an  appropriate  system  to 
monitor  the  implementation  of  the  new  inven- 
tory control  system  to  ensure  its  completion 
by  1975. 

•  The  Finance,  Personnel  and  Administration 
Branch  should  establish  quantitative  controls 
over  all  stocks  of  furniture,  equipment  and 
supplies. 

INTERNAL  AUDIT 

•  The  diversified  programs  and  accounts  of  the 
Department  and  the  Secretariat  are  not  cur- 
rently subject  to  internal  audit. 

An  internal  audit  section  should  be  estab- 
lished for  the  purpose  of  auditing  and  report- 
ing on  all  programs  and  activities  of  the  De- 
partment and  the  Secretariat. 

PROGRAM  FORECASTS/MAIN 
ESTIMATES 

•  Program  Forecasts  are  currently  projected 
from  a  resource  base  approved  in  past  years 
instead  of  from  a  plan  developed  according  to 
future  needs. 

The  Department's  and  the  Secretariat's  Pro- 
gram Forecasts  should  disclose  selected  activ- 
ity priorities  and  actual  resource 
requirements. 

•  In  order  to  encourage  greater  commitment  to 
their  budgets,  program  and  responsibility  cen- 
tre managers  should  play  a  more  positive  role 
in  the  preparation  of  the  Main  Estimates  and 
operating  budgets. 

•  Manpower  resources  are  planned  on  the  basis 
that  skilled  employees  are  available  immedi- 
ately and  can  be  hired  on  short  notice. 


DEPARTMENT'S  AND  SECRETARIAT'S 
COMMENTS 


The  development  of  such  a  system  is  nearing 
completion. 


The  new  system  will  require  managers  to  accept 
responsibility  for  their  capital  assets  i.e.  office 
furniture  and  equipment. 


When  the  new  system  is  fully  implemented,  it 
will  be  reviewed  periodically  as  part  of  the  inter- 
nal audit  program. 


The  new  system  will  establish  required  quantita- 
tive controls. 


Now  established. 


The  Program  Forecasts  are  submitted  in  a  form 
which  is  generally  incremental  but,  in  fact,  they 
are  developed  on  the  basis  of  priority  determi- 
nation and  a  complete  examination  of  total  re- 
source requirements. 

It  is  difficult  to  foresee  a  more  active  role  for 
managers  in  these  areas  but  the  suggestion  will 
be  considered. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

Manpower  resources  indicated  in  the  Esti- 
mates should  reflect  the  limitations  imposed 
by  hiring  procedures  and  the  projected  mar- 
ket for  skilled  employees. 

OPERATING  BUDGETS 

•  The  responsibility  centres  should  be  reduced 
in  number  either  to  the  branch  level  or  to  a 
level  that  will  provide  the  most  effective  con- 
trol over  the  use  of  financial  resources. 

•  Financial  Services  Division  should  provide 
responsibility  centre  managers  with  compara- 
tive analyses  between  budgeted  and  actual 
man-years  and  expenditures  so  as  to  hold 
them  accountable  for  initiating  corrective 
measures  and  to  assist  them  in  the  prepara- 
tion of  future  budgets. 

•  Salary  reserves  and  cost-of-living  salary  in- 
creases should  be  shown  in  budgetary  reports 
as  soon  as  they  are  known  and  become 
operative. 

MANAGEMENT  REPORTS 

•  Department  of  Supply  and  Services  Manage- 
ment Reports  are  not  fully  understood  by 
some  program  and  responsibility  centre  man- 
agers and  contain  errors  and  deficiencies 
which  tend  to  reduce  managerial  confidence 
in  them. 

Financial  Services  Division  should  take  steps 
to  overcome  these  deficiencies  with  the  aim  of 
providing  a  more  meaningful  report  for  the 
use  of  program  and  responsibility  centre 
managers. 

Material  errors  accumulating  in  the  Depart- 
ment of  Supply  and  Services  Invalid  Code 
Statements  and  other  recognized  errors  that 
affect  the  reported  results  of  responsibility 
centre  performance  should  be  recorded  manu- 
ally on  Management  Reports  before 
distribution. 

Reconciliations  between  Financial  Services 
Division  reports  and  those  of  the  Department 
of  Supply  and  Services  should  be  reviewed 
and  initialled  by  a  senior  official  of  Financial 
Services  Division. 


DEPARTMENT'S  AND  SECRETARIAT'S 
COMMENTS 

These  factors  are  taken  into  consideration  when 
Program  Forecasts  are  prepared  and  then  re- 
flected in  the  Main  Estimates. 


The  present  structure  is  considered  appropriate 
but  the  suggestion  will  be  considered. 


Statements  are  provided  monthly  to  show  man- 
year  and  dollar  resource  variances.  Supplemen- 
tary explanations  and /or  requests  for  explana- 
tions are  made  on  an  exception  basis  as 
required. 


Budgetary  reports  will  be  reviewed  to  determine 
if  the  availability  of  salary  reserves  can  be  iden- 
tified more  clearly. 


Agree.  This  area  is  to  be  reviewed  by  November 
1,  1975. 


Agree. 


Disagree.  This  is  unnecessary  where  reconcilia- 
tions of  accounts  are  made  but  is  done  on  an 
exception  basis  where  problems  are  encountered. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

SUPPLEMENTARY  SYSTEMS 

•  In  addition  to  systems  specifically  reported  on 
herein,  other  supplementary  accounting  sys- 
tems are  maintained  in  the  Department  and 
the  Secretariat. 

Financial  Services  Division  should  institute  a 
review  of  supplementary  accounting  systems 
and  memorandum  records  maintained  in  the 
Department  and  the  Secretariat  to  ensure  that 
financial  controls  are  adequate  and  the  sys- 
tems are  not  duplicated. 

OBSERVATIONS  AND 
RECOMMENDATIONS 


DEPARTMENT'S  AND  SECRETARIAT'S 
COMMENTS 


Present  project  planning  provides  for  a  complete 
review  of  all  internal  accounting  systems  taking 
into  consideration  the  special  operational  func- 
tions of  the  Department  and  Secretariat. 


DEPARTMENTAL  COMMENTS 


APPLYING  TO  THE  DEPARTMENT 


LOANS  RECEIVABLE 

•  The  loan  accounts  now  numbering  4,000  to 
5,000  have  become  more  difficult  to  manage 
as  a  manual  record  system.  Complete  infor- 
mation on  the  state  of  overdue  loans  and  in- 
terest payable  is  not  readily  obtained  from  the 
system. 

A  suitable  system  of  computerized  accounts 
complete  with  reconcilable  control  accounts, 
now  in  development,  should  be  completed  by 
the  summer  of  1975. 

The  system  should  incorporate  features  which 
will  produce,  as  part  of  the  monthly  or  peri- 
odic statements,  information  showing  all 
overdue  payments  of  principal  and  interest  on 
amortized  loans  and  interest  payable  on 
unamortized  loans. 

Consideration  should  be  given  to  charging 
interest  on  past-due  instalments  relating  to 
amortized  loans. 

Collection  procedures  should  be  documented 
and  a  suitable  follow-up  system  devised 
whereby  all  loan  recovery  actions  are  system- 
atically and  properly  recorded  on  file  for  fu- 
ture collection  and  reference  purposes. 


The  system  will  be  completed  in  1975. 


The  system   under  development   incorporates 
these  features. 


Agree. 


Present  documentation  will  be  improved  to  in- 
clude complete  collection  procedures. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

LOANS  PROGRAMS  AND  PUBLIC  DEBT 
PROGRAM 

•  The  supplementary  detailed  ledger  accounting 
systems  maintained  by  Financial  Services 
Division  to  control  the  Loans  Program  and 
the  Public  Debt  Program  should  be  reviewed 
in  conjunction  with  the  Financial  Services 
Division  Accounting  System  and  the  Depart- 
ment of  Supply  and  Services  Cash  Manage- 
ment Reporting  System  to  eliminate 
duplication. 

GUARANTEED  LOANS  RECEIVABLE 

•  The  present  accounting  systems  and  controls 
exercised  over  the  collection  and  accounting 
of  defaulted  student  and  economic  business 
loans  are  inadequate. 

A  fully  oriented  computerized  system  of  ac- 
counts that  will  produce  a  continuous  running 
balance  of  each  loan  as  transactions  occur 
should  be  developed  and  implemented  to 
meet  the  accounting  and  financial  reporting 
requirements  in  respect  of  such  loans. 


Control  accounts  should  be  established  by 
class  of  loan. 

Provision  should  be  made  in  the  accounts  to 
include  the  interest  which  is  recoverable  on  all 
defaulted  loans. 

As  part  of  its  program  the  computerized  sys- 
tem of  accounts  should  produce  a  separate 
listing  of  all  inactive  defaulted  loans,  includ- 
ing loans  written  off  with  proper  authority, 
for  the  purpose  of  follow-up  and  continued 
control. 

Periodic  checks  should  be  made  to  establish 
the  existence  of  persons  with  student  and  eco- 
nomic business  loans. 

All  loan  accounts  including  defaulted  student 
loans  without  Social  Insurance  Numbers 
should  be  appropriately  identified  and  in- 
cluded in  the  computerized  system  of 
accounts. 


DEPARTMENTAL  COMMENTS 


This  review  is  considered  to  be  unnecessary  as 
present  systems  are  working  satisfactorily,  and 
they  meet  the  daily  information  and  accounting 
requirements  of  the  Department  without  unnec- 
essary duplication. 


This  is  not  economically  practical  or  necessary 
on  student  loans  accounts  as  a  daily  running 
balance  is  available  through  our  collection 
agent's  computerized  accounting  system.  How- 
ever, the  recommendation  is  applicable  in  re- 
spect of  economic  business  loans  for  which  a 
computerized  accounting  system  has  been 
developed. 

This  is  to  be  done  within  the  Department's 
planned  systems  review  program. 

As  above. 


A  pilot  project  to  accomplish  this  objective  was 
completed  in  May  and  system  implementation  is 
under  way. 


Agree.  Confirmation  of  loan  balances  will  be 
included  in  our  internal  audit  program. 

This  is  now  in  process. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

Periodic  or  monthly  statements  should  be  pro- 
duced showing  the  class  and  the  total  amount 
of  loans  outstanding  including  interest  receiv- 
able on  student  and  economic  business  loans 
and  the  defaulted  loans  awaiting  finalization 
of  costs. 

Financial  Services  Division  should  exercise 
functional  responsibility  for  the  Guaranteed 
Loan  Program's  accounting  system. 

Lending  institutions  should  be  reimbursed  for 
defaulted  loans  taken  over  from  them  only 
when  a  claim  supported  by  adequate  loan  doc- 
umentation is  submitted. 


A  suited  and  appropriate  method  of  aging 
accounts  should  be  devised  to  determine  the 
collectible  and  non-collectible  status  of  de- 
faulted loans  from  the  date  the  lending  insti- 
tutions are  reimbursed. 

The  system  should  provide  controls  which 
prevent  persons  who  do  not  honour  their  loan 
obligations  from  receiving  further  loan  assist- 
ance under  the  Program's  other  loan  plans 
and  from  loan  assistance  programs  that  are 
sponsored  by  other  government  departments. 

SUPPLEMENTARY  SYSTEMS 

•  The  supplementary  accounting  system  main- 
tained by  the  Department's  Federal  Provin- 
cial Relations  Division  should  be  reviewed  in 
conjunction  with  the  Financial  Services  Di- 
vison  Accounting  System  and  the  Department 
of  Supply  and  Services  Cash  Management 
Reporting  System  to  eliminate  duplication. 

•  The  supplementary  accounting  system  main- 
tained by  the  Department's  Municipal  Grants 
Division  and  the  memorandum  grants  pay- 
ment record  cards  compiled  by  Financial  Ser- 
vices Division  should  be  reviewed  in  conjunc- 
tion with  the  Financial  Services  Division  Ac- 
counting System  and  the  Department  of  Sup- 
ply and  Services  Cash  Management  Report- 
ing System  to  eliminate  duplication. 


DEPARTMENTAL  COMMENTS 


This  will  be  done. 


This  is  the  Department's  policy. 


Disagree.  This  is  not  considered  practical  in  re- 
spect of  student  loans  because  they  consist  of  a 
large  volume  of  small  accounts  for  which  the 
lending  institutions  hold  no  security  and  will  not 
release  supporting  documentation  other  than  on 
a  pay-now  audit-later  basis. 

This  was  considered  in  a  pilot  project  during 
May  and  is  being  implemented. 


To  be  examined. 


This  review  is  part  of  the  Department's  planned 
review  program. 


As  above. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

The  statement  listing  of  Municipal  Grants 
payments  produced  for  the  Public  Accounts 
should  be  designed  to  show  the  taxation  year 
to  which  the  individual  grant  payments  relate 
and  the  amounts  paid  on  behalf  of  local  im- 
provements and  for  other  purposes. 

OBSERVATIONS  AND 
RECOMMENDATIONS 


DEPARTMENTAL  COMMENTS 


This  will  be  considered. 


SECRETARIAT'S  COMMENTS 


APPLYING  TO  SECRETARIAT 


GENERAL  ANALYSIS  OF  FINANCIAL 
OFFICERS 

•  The  classification  of  program  analysts  as  Fi- 
nancial Administrators  presupposes  that  they 
possess  the  knowledge  and  demonstrated  ca- 
pabilities of  financial  administrators  and  en- 
ables them  to  capitalize  on  the  many  employ- 
ment opportunities  offered  in  government  in 
the  financial  administration  field. 

Because  of  the  special  nature  of  their  work 
consideration  should  be  given  to  establishing 
a  separate  category  for  the  Secretariat's  pro- 
gram analysts. 

SUPPLEMENTARY  SYSTEMS 

The  independent  memorandum  records  and 
accounting  systems  maintained  by  the  Secre- 
tariat's Pensions  and  Insurance  Division 
should  be  transferred  to  Financial  Services 
Division  and  similarly  reviewed  in  conjunc- 
tion with  the  Financial  Services  Division  Ac- 
counting System  and  the  Department  of  Sup- 
ply and  Services  Cash  Management  Report- 
ing System  to  eliminate  duplication. 

HOSPITAL  INSURANCE  OUTSIDE 
CANADA  ACCOUNT 

•  The  supplementary  detailed  statistical  and 
accounting  system  maintained  by  Financial 
Services  Division  in  respect  of  the  Hospital 
Insurance  Outside  Canada  Account  should  be 
reviewed  in  conjunction  with  the  Financial 
Services  Division  Accounting  System  and  the 
Department  of  Supply  and  Services  Cash 
Management  Reporting  System,  to  eliminate 
duplication. 


This  is  being  considered. 


The  accounting  systems  maintained  by  the  Pen- 
sions and  Insurance  Division  have  been  trans- 
ferred to  the  Financial  Services  Division  and  a 
review  will  be  made  of  such  memorandum  re- 
cords as  are  still  maintained  in  the  Pensions  and 
Insurance  Division. 


This  review  is  considered  to  be  unnecessary  as 
present  systems  are  working  satisfactorily  and 
they  meet  the  daily  information  and  accounting 
requirements  of  the  Secretariat  without  unneces- 
sary duplication. 
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DEPARTMENT  OF  INDUSTRY,  TRADE  AND  COMMERCE 

Observations  and  Recommendations  as  at  December,  1974. 
Departmental  Comments  as  at  May,  1975. 

Our  review  was  based  on  all  segments  of  the  Department  reporting  through  the  Deputy 
Minister.  Thus,  it  specifically  excluded  the  Grains  Group  and  the  following  entities: 

Foreign  Investment  Review  Agency 

General  Adjustment  Assistance  Board 

Machinery  and  Equipment  Advisory  Board 

Metric  Commission 

National  Design  Council 

Pharmaceutical  Industry  Development  Advisory  Committee 

Textile  and  Clothing  Board 

Minister's  Advisory  Council 


OBSERVATIONS  AND 
RECOMMENDATIONS 

SENIOR  FINANCIAL  OFFICER 

•  A  Senior  Financial  Officer  should  be  desig- 
nated and  the  designate  should  be  a  member 
of  the  Senior  Management  Committee  of  the 
Department. 

COMMUNICATION  BETWEEN 
FINANCIAL  SERVICES  BRANCH  AND 
OTHER  BRANCHES 

•  Financial  officers  and  administration  officers 
carrying  out  financial  functions  in  branches 
outside  the  Financial  Services  Branch  do  not 
report  either  directly  or  functionally  to  a  sen- 
ior financial  officer. 

Financial  and  administration  officers  outside 
Financial  Services  Branch  should  report  func- 
tionally to  a  senior  financial  officer. 

•  Various  persons  in  Financial  Services  Branch 
are  used  as  a  point  of  contact  by  administra- 
tion officers  in  different  branches,  based  on 
whom  they  happened  to  know,  rather  than  on 
the  basis  of  the  individual  in  the  best  position 
to  provide  the  advice  or  assistance  needed. 

An  existing  officer  in  Financial  Services 
Branch  should  handle  liaison  duties  with 
branch  financial  and  administration  officers. 


DEPARTMENTAL  COMMENTS 


This  issue  is  currently  under  consideration. 


Functional  reporting  relationships  will  be  estab- 
lished and  procedures  developed  to  enable  the 
administration  of  the  functional  role. 


An  officer  in  the  Financial  Services  Branch  will 
be  designated  as  the  liaison  officer  for  branch 
financial  and  administration  officers. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

FINANCIAL  MANUAL 

•  A  specific  timetable  should  be  developed  for 
completing  the  departmental  financial  manual 
as  soon  as  possible. 

GRANTS  AND  CONTRIBUTIONS 

•  Except  for  three  contribution  assistance  pro- 
grams, grants  and  other  types  of  contributions 
are  not  listed  by  recipient  and  amount  in  the 
Public  Accounts. 

All  individual  grants  and  contributions  in  ex- 
cess of  a  specified  dollar  limit  (say  $25,000) 
should  be  listed  in  the  Public  Accounts  of 
Canada. 

CAPITAL  EQUIPMENT 

•  The  cost  of  capital  equipment  acquisitions 
during  the  year  should  be  reconciled  with  to- 
tal annual  expenditures  in  the  relevant  stan- 
dard objects  of  expenditures. 

INTERNAL  AUDIT 

•  Internal  audit  reports  to  the  General  Director, 
Financial  Services  Branch.  Much  of  the  scope 
of  work  carried  out  by  internal  audit  directly 
relates  to  the  performance  of  the  Financial 
Services  Branch. 

Internal  audit  should  report  scope  of  work 
and  significant  findings  to  a  senior  member  of 
management  outside  the  Financial  Services 
Branch  or  to  an  audit  committee  comprising 
several  members  of  senior  management. 

ACTIVITY  STRUCTURE  AND  OUTPUT 
PERFORMANCE  MEASUREMENTS 

•  Programs  should  be  sub-divided  to  the  activ- 
ity element  level  in  the  Department's  account- 
ing system  and  output  measures  should  be 
developed  for  those  activities  where  such  mea- 
sures would  provide  meaningful  management 
information. 

ANNUAL  PLANNING  FUNCTION 

•  Responsibility  centre  managers  should  be 
made  formally  aware  of  senior  management 
objectives  prior  to  the  commencement  of  an- 
nual work  plan  and  program  forecast 
preparation. 


DEPARTMENTAL  COMMENTS 


A  timetable  has  been  developed  for  the  comple- 
tion of  the  financial  manual.  The  completion 
date  scheduled  is  December  31,1 975. 


The  implication  of  revealing  this  information  is 
being  reviewed  and  will  be  discussed  with  the 
Receiver  General. 


The  capital  equipment  inventory  will  be  re- 
corded in  the  departmental  control  accounts  in 
1975-76. 


Consideration  is  being  given  to  establishing  the 
committee. 


Programs  will  be  sub-divided  to  the  activity  ele- 
ment level  and  a  data  base  is  being  developed 
which  will  facilitate  "output  measurement". 


Management  planning  and  policy  direction  for 
the  program  forecast  year  is  given  to  responsi- 
bility centre  managers.  This  information  will  be 
formalized  in  future  years. 
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OBSERVATIONS  AND  DEPARTMENTAL  COMMENTS 

RECOMMENDATIONS 

FINANCIAL  REPORTING 

•   A  further  review  should  be  made  of  DSS  ser-       A  continuous  review  is  conducted  to  minimize 
vices  so  as  to  minimize,  as  much  as  possible,       the  duplication  that  exists  between   Industry, 
the  duplication  that  exists  between  Industry,       Trade  and  Commerce  and  DSS. 
Trade  and  Commerce  and  DSS  in  data  prepa- 
ration for  the  reporting  systems. 
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INFORMATION  CANADA 


Observations  and  Recommendations  as  at  December  1974. 
Departmental  Comments  as  at  August  1975. 


OBSERVATIONS  AND 
RECOMMENDATIONS 

RESPONSIBILITY  FOR  THE  FINANCIAL 
FUNCTION 

•  The  senior  financial  specialist  in  the  Depart- 
ment must  discharge  his  responsibilities  with- 
out direct  knowledge  or  involvement  in  the 
Management  Committee,  the  Planning 
Branch  or  the  Administrative  functions  of  the 
Department. 

The  senior  financial  specialist  should  be  a 
member  of  the  management  committee. 

STAFFING  OF  THE  FINANCIAL 
FUNCTION 

•  The  Department  has  suffered  from  high  turn- 
over of  financial  officers  and  staff"  and  has  had 
to  operate  predominantly  with  casual  and 
temporary  employees. 

Vacant  positions  in  the  Financial  Services 
Division  should  be  filled  as  soon  as  possible 
with  qualified  permanent  staff. 


DEPARTMENTAL  COMMENTS 


The  Department  in  due  course  will  consider  this 
recommendation. 


The  Department  has  been  giving  recruiting  ef- 
forts a  high  priority  but  there  is  a  shortage  of 
available  qualified  financial  staff  and  limited 
career  prospects  for  these  individuals  within  the 
Department.  Since  the  study  most  of  the  posi- 
tions have  been  filled. 


COMMUNICATION  OF  FINANCIAL 
REQUIREMENTS  AND  DUTIES 

•  Financial  procedures  and  duties  have  not 
been  adequately  documented  and 
communicated. 

The  departmental  financial  manual  should  be 
completed  as  soon  as  possible. 

Internal  communications  between  financial 
officers  and  line  managers  should  be  im- 
proved through  periodic  meetings  and  re- 
ports. Internal  communications  within  the 
Financial  Services  Division  should  be  im- 
proved by  the  distribution  of  more  specific  job 
descriptions,  work  procedures,  departmental 
organization  charts  and  the  conduct  of  in- 
house  training  sessions  by  senior  officers. 


The  content  of  the  manual  has  been  prepared 
and  is  now  in  the  process  of  translation. 

The  Department  is  placing  greater  emphasis  on 
internal  communications  between  financial  of- 
ficers and  both  line  managers  and  staff  perform- 
ing financial  functions. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

CONTROL  OF  EXPENDITURE 
DOCUMENTS 

•  The  Department  does  not  maintain  sequential 
and  other  controls  of  expenditure  documents 
appropriate  for  ensuring  that  all  accounts  are 
paid  without  error,  omission  or  duplication. 

Prenumbered  receiving  reports  and  cheque 
requisitions  should  be  introduced  and  their 
use  controlled.  Accounting  controls  should  be 
established  on  expenditure  documents  before, 
not  after,  they  are  submitted  for  final 
authorization. 

PAYROLL 

•  The  payroll  and  personnel  functions  are  both 
assigned  to  the  Personnel  Services  Division. 
This  lack  of  segregation  of  duties  is  a  funda- 
mental weakness  in  internal  control. 

There  should  be  an  adequate  segregation  of 
duties  in  all  aspects  of  the  payroll  function. 
Consideration  should  be  given  to  transferring 
the  payroll  preparation  and  distribution  func- 
tions from  the  Personnel  Services  Division  to 
the  Financial  Services  Division. 

•  Salary  overpayments  have  occurred  in  the 
past  as  a  result  of  failure  to  adhere  to  pre- 
scribed procedures.  Action  should  be  taken  to 
ensure  that  employee  severance  certificates 
and  other  payroll  documents  are  initiated 
promptly  by  supervisors. 

REVENUES,  ACCOUNTS  RECEIVABLE 
AND  REVOLVING  FUNDS 

•  Unpaid  suppliers'  invoices  are  not  accrued  in 
the  monthly  financial  reports  of  the  Exposi- 
tions Revolving  Fund  and  the  Publishing 
Revolving  Fund  does  not  record  any  month- 
end  accruals  whatsoever.  There  is  therefore  no 
reliable  basis  for  monitoring  the  financial  po- 
sition and  operating  results  of  these  funds 
during  the  year. 

Accrual  accounting  should  be  used  in  the 
preparation  of  monthly  financial  statements 
of  the  Revolving  Fund. 


DEPARTMENTAL  COMMENTS 


Accounting    controls    will    be    established    as 
recommended. 


The  Department  will  give  consideration  to  this 
recommendation  if  and  when  a  major  depart- 
mental reorganization  will  occur. 


A  procedure  for  severance  certificates  has  been 
developed  and  implemented. 


This  recommendation  has  been  implemented. 
New  statements  for  the  publishing  Revolving 
Fund,  including  accruals,  have  been  instituted. 
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The  Expositions  Revolving  Fund  has  not  been 
able  to,  and  is  not  forecast  to,  generate  suffi- 
cient funds  to  be  self-financing.  The  reported 
balance  of  the  Fund  exceeded  the  authorized 
limits  by  $170,000  in  November  1974  and 
payments  to  suppliers  were  being  withheld 
because  of  a  shortage  of  funds.  The  shortage 
of  funds  is  attributable  to  the  operating  losses 
of  the  Fund  as  well  as  to  delays  in  collecting 
accounts  receivable  from  other  government 
departments. 

The  operations  of  the  Expositions  Directorate 
either  should  not  be  financed  through  a  re- 
volving fund  or  corrective  action  should  be 
taken  to  ensure  that  revenues  will  be  adequate 
to  meet  all  costs. 

The  unrestricted  credit  policies  and  weak- 
nesses in  internal  controls  over  revenues  and 
accounts  receivable  applicable  to  the  Publish- 
ing Revolving  Fund  are  under  review.  The 
credit  policies  do  not  conform  with  Treasury 
Board  guidelines  and  have  contributed  to  ex- 
cessive difficulties  in  collecting  and  adminis- 
tering a  large  number  of  small  amounts 
outstanding. 

The  existing  credit  policies  should  either  be 
more  restrictive,  preferably  to  the  sale  of  pub- 
lications on  a  cash  basis,  or  should  be  ap- 
proved annually  by  the  Treasury  Board. 

The  functions  of  granting  credit  and  collect- 
ing overdue  accounts  should  be  segregated 
from  the  maintenance  of  accounts  receivable 
records. 

The  Department  should  more  extensively 
employ  and  account  for  pre-numbered  se- 
quential forms  in  its  credit,  invoicing,  ac- 
counts receivable  and  collection  functions. 


DEPARTMENTAL  COMMENTS 


The  task  force  report  on  Expositions  is  under 
consideration  by  the  Treasury  Board. 


The  credit  policy  has  been  revised. 


This  recommendation  has  been  implemented. 


The  Department  will  implement  this  recommen- 
dation wherever  feasible. 
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•  The  Department  has  been  unable  to  identify 
accurately  amounts  of  subsidies  to  be  credited 
to  the  Publishing  Revolving  Fund  and 
charged  to  the  Publishing  and  Distributing 
Services  Activity  of  Vote  10.  These  subsidies 
are  to  promote  the  publishing,  sale  and  distri- 
bution of  government  publications.  At  the 
time  of  our  review  the  records  of  the  Publish- 
ing Revolving  Fund  also  did  not  reflect 
charges  for  the  original  inventory  transferred 
from  the  Department,  revenues  for  services 
rendered,  accrued  interest  costs  of  advances  or 
unpaid  suppliers '  invoices. 

Authority  for  the  Publishing  Revolving  Fund 
should  not  have  been  sought  until  the  neces- 
sary financial  policies  and  accounting  proce- 
dures had  been  developed  to  ensure  that  ef- 
fective financial  control  would  be  maintained. 

The  Department  should  ensure  that  its  current 
efforts  to  develop  appropriate  policies  or  for- 
mulae to  enable  an  accurate  calculation  of  this 
subsidy  for  the  Publishing  Revolving  Fund 
are  successful  and  are  implemented  as  soon  as 
possible. 

•  The  existing  system  of  inventory  accounting 
and  control  in  the  Publishing  Revolving  Fund 
is  inadequate  and  is  presently  being  studied 
by  management  consultants. 

The  Department  should  improve  the  accuracy 
and  currency  of  subsidiary  inventory  records. 
Special  procedures  should  also  be  instituted  to 
ensure  that: 

(a)  periodic  physical  counts  of  inventories  are 
taken  independently  and  reconciled  to  subs- 
idiary inventory  records;  and 

(b)  inventory  control  accounts,  with  detailed 
records  where  appropriate,  are  maintained 
for  publications  out  on  consignment  and  in 
each  regional  bookstore. 

CAPITAL  ASSETS 

•  Subsidiary  records  are  maintained  for  capital 
assets  but  physical  counts  have  never  been 
taken  to  verify  the  accuracy  of  the  records  of 
the  capital  assets  of  the  Expositons  Revolving 
Fund. 

All  capital  assets  should  be  counted  annually 
and  reconciled  to  the  capital  assets  subsidiary 
records. 


DEPARTMENTAL  COMMENTS 


Agreed.  The  Department  did  not  fully  anticipate 
the  difficulties  of  accounting  for  this  Revolving 
Fund. 


An  appropriate  method  of  identifying  and  allo- 
cating these  costs  has  been  implemented. 


An  appropriate  system  has  been  developed  and 
is  now  being  implemented. 


This  recommendation  has  been  implemented. 
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INTERNAL  AUDIT 

•  The  Internal  Audit  Section  of  the  Department 
has  been  temporarily  staffed  by  two  individu- 
als, neither  of  whom  has  formal  audit 
training. 

The  Department  should  ensure  that  persons 
in  its  Internal  Audit  Section  have  appropriate 
qualifications,  experience  and  supervision. 

BUDGET  PREPARATION 

•  The  system  does  not  ensure  that  budget  infor- 
mation initiated  in  the  branches  is  consistent 
with  departmental  objectives  and  goals. 

The  budget  preparation  and  review  processes 
should  be  based  on  clear  statements  of  objec- 
tives, plans  and  goals  expressed  in  quantita- 
tive terms  where  practical. 

Responsibility  centre  managers  should  partic- 
ipate more  fully  in  the  budget  preparation 
and  control  process. 

ALLOTMENT  CONTROL 

•  Budget  transfers  between  departmental  sub- 
allotments  are  not  always  authorized  and 
recorded. 

Sub-allotments  should  not  be  permitted  to  be 
overspent  without  duly  authorized  formal 
transfers  of  funds  from  other  sub-allotments. 

COMMITMENT  CONTROL 

•  Monthly  commitment  and  cash  control  re- 
ports are  unreliable  because  of  the  variance  in 
the  cut-off  dates  for  input  of  commitment  and 
expenditure  data. 

Expenditue  and  commitment  input  to 
monthly  commitment  and  cash  control  re- 
ports should  be  cut  off  on  the  same  date. 

FINANCIAL  REPORTING 

•  The  current  financial  reporting  system  is  not 
meeting  all  the  significant  needs  of  operating 
managers. 

The  financial  statements  of  the  revolving 
funds  should  include  complete  monthly  and 
prior  year  comparative  results  as  well  as  cu- 
mulative year-to-date  totals. 


DEPARTMENTAL  COMMENTS 


Positions  in  the  Audit  Section  have  been  up- 
graded and  a  qualified  auditor  has  been  hired. 


The  newly  created  Planning  Branch  will  place 
significant  emphasis  on  implementing  this 
recommendation. 


Since  the  study  the  Department  has  developed 
and  implemented  an  improved  budgetary  con- 
trol system. 


Agreed,  it  has  been  implemented. 


The  Department  is  in  the  process  of  developing 
a  complete  management  information  system 
which  is  expected  to  become  operational  during 
1975-76. 
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There  should  be  more  communication 
between  financial  officers  and  line  managers 
as  to  the  needs  and  purposes  of  financial  in- 
formation. The  format,  content  and  timing  of 
financial  management  reports  should  be  docu- 
mented in  the  departmental  financial  manage- 
ment manual. 


DEPARTMENTAL  COMMENTS 
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DEPARTMENT  OF  LABOUR 

Observations  and  Recommendations  as  at  December  1974. 
Departmental  Comments  as  at  July  1975. 


OBSERVATIONS  AND 
RECOMMENDATIONS 

FINANCE/ACCOUNTING  FUNCTIONAL 
RELATIONSHIPS 

•  The  functions  of  the  Director  of  the  Financial 
and  Management  Services  Branch  include 
substantial  responsibilities  which  are  not  di- 
rectly related  to  his  role  as  senior  financial 
officer. 

Based  on  the  Financial  Services  Division's  Agreed, 
present  establishment,  the  senior  financial 
officer  should  be  spending  more  of  his  time 
supervising  day-to-day  work  on  systems  and 
management  reporting  in  the  Financial  Ser- 
vices Division. 

•  Administrative  officers  should  report  func- 
tionally on  financial  matters  to  the  senior  fi- 
nancial officer  and  the  nature  of  their  tasks  in 
the  financial  area  should  be  upgraded. 


STAFFING  IN  THE  FINANCIAL 
FUNCTION 

•  Assistance  of  the  Management  Improvement 
Division  staff  should  be  sought  to  overcome 
staff  shortage  problems  in  the  Financial  Ser- 
vices Division. 


DEPARTMENTAL  COMMENTS 


The  total  organization  is  being  reviewed  and 
this  recommendation  will  be  taken  into 
consideration. 


This  resource  will  be  used  to  alleviate  staff  short- 
ages in  systems  design. 


ASSIGNMENT  OF  FINANCIAL 
AUTHORITIES  UNDER  THE  FINANCIAL 
ADMINISTRATION  ACT 

•  New  authorities  documents  should  be  ob-  Agreed, 
tained  as  soon  as  organizational  changes  war- 
rant it  or  as  soon  as  it  is  found  that  the  exist- 
ing document  requires  adjustment.  Those  doc- 
uments should  refer  to  the  principle  that  dele- 
gated authority  may  not  be  redelegated. 
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•  Branch  personnel  (directors,  division  chiefs 
and  administrative  officers)  should  be  made 
aware  of  the  importance  of  delegation  of  au- 
thority as  well  as  the  requirements  of  the  Fi- 
nancial Administration  Act  and  the  Guide  on 
Financial  Administration.  This  should  be  ac- 
complished through  a  planned  series  of  com- 
prehensive oral  training  sessions. 

•  The  new  system  of  authorities  is  not  sup- 
ported by  specimen  signature  cards  and  does 
not  give  recognition  to  commitment  authority 
under  Section  25  of  the  Financial  Administra- 
tion Act. 

Financial  Services  Division  personnel  should 
move  immediately  to  design  and  to  imple- 
ment procedures  to  eliminate  the  deficiencies 
in  the  assignment  of  financial  authorities. 

EXPENDITURE  CONTROL  POLICIES  AND 
PROCEDURES 

•  A  review  should  be  made  of  the  document 
matching  and  verification  procedures  per- 
formed by  Materiel  Management  and  by  Fi- 
nancial Services  Division  clerks  to  eliminate 
duplication  of  effort  while  maintaining  a  di- 
vision of  duties  between  account  verification 
and  purchasing. 

•  Instances  were  noted  where  branch  directors 
whose  budgets  are  affected  were  not  being  in- 
formed by  the  Public  Relations  Branch  that 
charges  for  advertising  and  printing  of  publi- 
cations exceeded  estimates  by  substantial 
amounts. 

Branch  directors  should  be  advised  by  Public 
Relations  Branch  personnel  if  the  cost  of  ad- 
vertising and  printing  is  likely  to  exceed 
amounts  originally  approved. 


DEPARTMENTAL  COMMENTS 

Financial  Services  is  presently  reviewing  with 
branch  personnel  the  importance  of  a  delegation 
of  authority  as  they  develop  the  signature  cards. 
Concerning  the  training  needs  of  all  Branch 
Administration  Officers,  it  is  realized  that  the 
Department  now  lacks  a  co-ordinated  approach. 
The  matter  will  be  reviewed  in  the  near  future  in 
the  light  of  departmental  training  priorities. 


Agreed  and  presently  being  carried  out. 


The  procedures  will  be  reviewed  in  the  near 
future. 


Initial  estimates  made  at  the  inception  of  a  pro- 
ject (i.e.,  before  manuscript  or  relevant  informa- 
tion is  available)  are  sometimes  inaccurate  and 
costs  of  the  final  project  may  on  occasion  exceed 
the  anticipated  amount.  Nevertheless,  the  Public 
Relations  Branch  has  invariably  sought  client- 
branch  approval  of  the  final  cost  (as  determined 
by  the  Department  of  Supply  and  Services  or  the 
advertising  agency)  before  proceeding  with  the 
project.  This  practice  has  been  incorporated  into 
the  Policy  on  Commitments. 


Financial  procedures  related  to  advertising 
and  printing  contracts  are  carried  out  by  the 
Public  Relations  Branch. 
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DEPARTMENTAL  COMMENTS 


Procedures  for  advertising  and  printing  con- 
tracts and  for  supplier  follow-up,  contract  let- 
ting procedures,  supplier  delivery  follow-up 
and  invoicing  should  be  turned  over  to  Mate- 
riel Management  section  personnel  of  Finan- 
cial Services  Division.  Technical  matters  in 
finalizing  contracts  should  remain  the  respon- 
sibility of  Public  Relations. 

CONTROL  OF  REVENUES  AND 
ACCOUNTS  RECEIVABLE 

•  The  provinces  make  compensation  payments 
to  Federal  civil  servants  under  the  Govern- 
ment Employees  Compensation  Act.  The 
provinces  recover  these  payments  and  associ- 
ated administrative  charges  from  the  Depart- 
ment of  Labour.  The  Department  of  Labour 
does  not  charge  departments  for  compensa- 
tion payments  made  to  their  employees. 

The  Department  should  assess,  wherever 
practical,  other  departments  for  their  share  of 
actual  compensation  paid  out. 


This  recommendation  will  be  examined  in  light 
of  the  Department's  organizational  review. 


The  feasibility  should  be  examined  of  assess- 
ing all  Crown  corporations  on  a  percentage  of 
payroll  basis  to  eliminate  lengthy  delays  in 
compiling  information  for  billing  them  for 
actual  compensation  payments  under  the 
Government  Employees  Compensation  Act. 


This  has  been  considered  from  time  to  time  but 
so  far  it  has  not  been  thought  feasible.  Apart 
from  the  unpredictable  and  widely-variable  na- 
ture of  the  costs,  the  geographical  and  occupa- 
tional distribution  of  staff  as  well  as  the  degree 
of  risk  appropriate  to  each  department  and  the 
substantial  differences  in  monetary  benefits 
across  the  country  combine  to  make  assessments 
for  this  purpose  very  complicated.  The  amount 
of  detailed  record-keeping,  preparation  of  state- 
ments of  disbursements  and  so  on  would  make 
this  a  fairly  costly  procedure  with  no  apparent 
advantage. 

This  could  be  done  whether  or  not  the  recom- 
mendation immediately  above  is  carried  out 
because  there  are  only  a  few  of  them  and  they 
are  in  pretty  much  the  same  position  as  indus- 
tries directly  subject  to  provincial  legislation  in 
this  field.  Whether  by  way  of  "assessment"  or 
by  "recovery"  there  does  not  seem  to  be  any 
particular  advantage.  Both  systems  are  in  fact 
used  in  provinces  and  up  till  now  these  agencies 
have,  in  effect,  been  given  a  choice,  though  the 
Department  has  a  preference  for  the  assessment 
method. 
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Similarly,  the  Department  should  review  the 
feasibility  of  adjusting  assessment  rates  to 
provide  for  recovery  of  its  own  directly  identi- 
fiable costs  incurred  in  administering  the 
Government  Employees  Compensation  Act. 


•  Steps  should  be  taken  to  eliminate  duplication 
of  effort  in  keeping  revenue  register  records 
on  assessments  to  Crown  corporations. 

•  An  aged  listing  of  amounts  receivable  from 
Crown  corporations  should  be  prepared  peri- 
odically with  one  copy  going  to  the  head  of 
the  Accident  Prevention  and  Compensation 
Branch  and  one  copy  to  Financial  Services 
Division  to  ensure  timely  collection.  Totals 
should  be  kept  by  Crown  corporations. 

•  Revenues  should  be  recognized  in  the  Depart- 
ment's main  accounting  system  when  they  are 
billed  and  not  only  when  cash  is  received. 

ESTIMATES  PRESENTATION 

•  The  Main  Estimates  show  the  net  amount  of 
statutory  compensation  payments  to  federal 
public  service  employees  after  deducting  re- 
coveries made  through  chargebacks  to  certain 
Crown  corporations. 

The  Department  should  review  the  appropri- 
ateness of  the  present  format  of  the  Estimates 
and  discuss  changes  in  it  with  Treasury  Board 
with  a  view  to  showing  the  gross  amounts 
payable  under  the  Government  Employees 
Compensation  Act. 

CONTROL  OVER  FIXED  ASSETS 

•  A  departmental  policy  paper  should  be  pre- 
pared instructing  all  branch  personnel  to  re- 
view periodically  (i.e.,  quarterly)  their  assets 
usage  and  to  turn  over  any  surplus  to  the  cen- 
tral pool.  Materiel  Management  personnel 
should  review  assets  usage  with  branch 
authorities. 

•  The  Department's  policy  is  to  cyclically  count 
fixed  assets  over  a  three-year  period.  No  count 
was  made  during  the  past  year.  Physical  count 
of  fixed  assets  should  be  resumed. 

•  Fixed  asset  shortages  and  requests  for  ap- 
proval to  write  off  should  be  brought  to  the 
attention  of  the  Deputy  Minister  as  soon  as 
they  are  discovered. 


DEPARTMENTAL  COMMENTS 

The  review  of  assessment  rates  is  a  continuing 
task  at  the  present  time.  These  rates  cover:  ( 1 ) 
claims  cost  paid;  (2)  administration  costs 
charged  by  WCB;  and  (3)  provisions  for  pen- 
sions. The  average  cost  for  the  Division  is  ap- 
proximately $7.00  per  claim  per  year.  Consider- 
ation will  be  given,  however,  for  total  cost 
recovery. 

Now  that  satisfactory  statements  are  being  reg- 
ularly provided  by  DSS  this  revenue  register  can 
be  discontinued. 

Further  study  is  needed  on  the  subject,  but  we 
agree  in  principle. 


Agreed. 


There  is  no  problem  in  giving  the  gross  amounts 
rather  than  the  net  amounts  since  the  former  is 
calculated  initially.  However,  due  to  yearly  fluc- 
tuations in  the  amounts,  a  narrative  would  then 
be  required. 


Agreed. 


Agreed. 


Agreed. 
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INTERNAL  AUDIT 

•  Steps  should  be  taken  to  provide  for  an  an- 
nual internal  financial  audit  using  a  cyclical 
approach  which  would  give  coverage  of  all 
systems,  say  every  three  years,  and  which 
would  permit  an  in-depth  review  in  all  areas. 

•  The  internal  audit  and  program  evaluation 
functions  should  report  to  a  senior  executive 
other  than  the  senior  financial  officer. 

•  The  Department  should  utilize  the  services  of 
the  Audit  Services  Bureau  rather  than  create 
an  internal  group,  at  least  until  some  experi- 
ence is  gained  in  requirements  for  an  effective 
audit.  This  approach  would  also  be  less 
expensive. 

PROGRAM  FORECAST  PROCEDURES 

•  The  annual  program  forecast  submission  is 
not  discussed  at  senior  executive  committee 
meetings  and  the  responsibility  for  approving 
it  rests  with  the  Director,  Financial  and  Man- 
agement Services  Branch. 

The  senior  executive  committee  should  take  a 
more  active  interest  in  the  program  forecast 
submissions  and  should  devote  more  time  to  it 
in  its  meetings. 

•  Little  guidance  on  priorities  and  expenditure 
levels  is  given  to  the  Director,  Financial  and 
Management  Services  Branch  to  assist  him  in 
his  responsibility  for  preparing  the  program 
forecasts  submitted  to  Treasury  Board. 

Priorities  and  expenditure  levels  should  be 
established  by  senior  executive,  documented 
in  minutes  of  meetings  and  communicated 
before  branches  are  requested  to  begin  prepa- 
ration of  their  budgets. 

MAIN  ESTIMATES  PROCEDURES 

•  Main  Estimates  submissions  to  Parliament 
should  be  updated  by  departmental  personnel 
to  reflect  changes  in  plans  since  preparation 
of  the  program  forecast  and  so  that  amounts 
in  the  Main  Estimates  and  in  the  internal  re- 
sponsibility centre  budgets  are  in  agreement. 

•  Salary  expenditures  shown  in  the  Main  Esti- 
mates are  based  on  authorized  man-years. 
Some  will  be  used  up  by  actual  staff  strenth 
while  part  will  be  used  to  hire  casual  labour. 


DEPARTMENTAL  COMMENTS 


These  proposals  are  being  examined  in  light  of 
the  organizational  review.  It  must  be  pointed 
out,  however,  that  services  provided  so  far  to  our 
Department  by  the  Audit  Services  Bureau  could 
stand  improvement. 


The  responsibilities  of  the  senior  management 
group  are  now  under  review  but  the  principle  is 
agreed. 


The  results  of  the  current  organizational  review 
should  be  awaited  but  the  principle  is  agreed. 


Agreed.  Procedures  to  be  set  up  in  the  light  of 
forthcoming  changes. 
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A  review  should  be  made  of  the  Department's 
practices  with  respect  to  hiring  casual  labour 
and  of  problems  in  hiring  additional  perma- 
nent staff  to  ensure  that  managers  do  not  use 
casual  labour  to  meet  manpower  needs  which 
should  be  filled  by  permanent  staff. 

•  When  internal  operating  budgets  are  pre- 
pared from  the  Main  Estimates,  each  branch 
should  be  given  only  that  amount  that  is  likely 
to  be  spent  in  the  year.  Any  additional 
amounts  required  by  any  branch  should  be 
considered  on  a  case-by-case  basis  by  the  Dep- 
uty Minister  and  his  senior  financial  officer. 

INTERNAL  BUDGETARY  CONTROL 
PROCEDURES 

•  The  senior  financial  officer's  findings  and  con- 
clusions as  a  result  of  his  monitoring  of  the 
Department's  expenditures  should  be  commu- 
nicated to  the  senior  executive  committee  and 
should  be  followed  by  written  reports  to 
branch  directors  together  with  decisions  taken 
by  the  senior  executive  committee. 

•  Branch  directors  should  be  briefed  once  or 
twice  a  year  on  the  use  of  the  budgets  and 
financial  reports  generated  for  them.  In  this 
way  they  may  be  able  to  provide  Financial 
Services  Division  personnel  with  feedback 
information  to  improve  those  reports. 

•  Units  of  output  or  work  done  should  be  iden- 
tified and  related  to  expenditures.  A  number 
of  output  measures  have  been  identified  al- 
ready in  the  Employment  Standards  Program. 
These  should  be  planned  for  the  coming  year 
to  permit  better  budgetary  control  over  ex- 
penditures as  actual  results  become  known. 

•  Administrative  officers  in  the  branches  are  not 
able  to  analyse  financial  information  and  pro- 
duce variance  analysis  for  operating 
managers. 

Administrative  officers  should  be  given  some 
in-depth  training  on  how  to  analyse  financial 
reports  and  to  compare  actual  to  budgeted 
expenditures. 


DEPARTMENTAL  COMMENTS 

Departmental  practices  in  this  area  are  con- 
stantly reviewed  so  as  to  limit  as  much  as  possi- 
ble the  use  of  casuals.  Replacements  for  condi- 
tional appointees  (language  training)  also  ac- 
count for  a  good  proportion  of  casuals. 

Starting  with  the  present  fiscal  year,  Branch  op- 
erating budgets  reflect  the  commitments  that 
have  been  or  are  likely  to  be  made. 


The  role  of  this  Committee  is  now  being  re- 
viewed, but  the  principle  is  agreed. 


Agreed  and  begun. 


Subject    to    the    proposals    concerning    orga- 
nizational changes. 


Agreed  and  begun.  (Also  see  the  departmental 
comment  on  the  second  recommendation  under 
"Assignment  of  Financial  Authorities  under  the 
FAA"). 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

CASH  FORECASTING  AND 
COMMITMENT  CONTROL 

•  A  commitment  control  reporting  system 
should  be  designed  and  implemented  on  a 
memorandum  basis  and  consideration  should 
be  given  as  to  what  types  of  expenditures  need 
to  be  reported  in  such  a  system. 

•  Administrative  officers  should  provide  Finan- 
cial Services  Division  with  details  on  out- 
standing commitments  and  assist  it  in  updat- 
ing records  on  a  monthly  basis. 

•  Reports  for  branch  directors  should  be  pre- 
pared as  extensions  of  their  monthly  expendi- 
ture reports  bearing  in  mind  that  the  primary 
purpose  of  commitment  accounting  is  cash 
control. 

FINANCIAL  REPORTING 

•  Financial  personnel  should  meet  DSS  repre- 
sentatives to  determine  DSS  capabilities  for 
producing  the  management  reports  required 
by  the  Department  and  to  establish  properly 
whether  any  of  the  development  and  operat- 
ing costs  of  the  new  internal  system  could  be 
reduced  by  making  better  use  of  the  DSS  sys- 
tem. Analyses  and  conclusions  as  a  result  of 
that  review  should  be  documented. 

•  Branch  personnel  including  directors  are  not 
using  most  of  the  reports  produced  in  the 
Department's  Cost  Reporting  System. 

The  structure,  format  and  volume  of  all  state- 
ments being  produced  by  the  Cost  Reporting 
System  should  be  modified  to  make  monthly 
reports  useful  to  all  operating  managers. 

•  Periodic  sessions  should  be  organized  for 
branch  management  personnel  to  assist  in 
making  better  use  of  management  statements. 

•  Salary  costs  in  the  Cost  Reporting  System  are 
based  on  average  salaries  and  are  generally 
understated  compared  to  actual  salaries  paid. 

Financial  officers  should  begin  immediately  to 
analyse  past  salary  expenditure  differences  to 
determine  what  alterations  must  be  made  to 
the  system  to  improve  accuracy  and  to  ensure 
that  managers  are  informed  about  costs  of  all 
resources  they  use. 


DEPARTMENTAL  COMMENTS 


A  policy  on  commitments  is  now  in  effect  re- 
quiring the  maintenance  of  records  on  all  com- 
mitments. The  policy  calls  for  monthly  reports 
to  be  prepared  for  Branch  Directors  and  senior 
management  showing  expenditures  and 
commitments. 
Policy  has  been  established. 


Policy  has  been  established. 


This  review  is  under  way. 


A  review  is  now  under  way  and  some  changes 
have  already  been  made. 


Agreed. 


This  review  is  now  under  way. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

The  senior  financial  officer  and  his  division 
chief  should  request  periodically  a  copy  of  all 
monthly  reconciliations  to  ensure  that  they 
are  being  prepared  regularly  and  that  errors 
are  being  corrected. 

There  are  two  similar  files  on  salary  informa- 
tion, one  in  the  Cost  Reporting  System  and 
the  other  kept  manually. 

The  manual  system  of  salary  information 
should  be  discontinued.  Time  spent  on  it  by 
one  clerk  could  be  used  for  other  work. 
Common  transaction  input  for  both  the  De- 
partment's own  system  and  the  DSS  system 
should  be  developed  and  implemented. 
Management  reports  from  the  Department's 
system  are  often  received  more  than  one 
month  after  the  end  of  the  month  reported. 

Efforts  to  corrrect  problems  in  processing 
statements  and  to  produce  them  sooner  should 
be  documented  periodically  and  should  be 
reviewed  by  the  Chief,  Financial  Services 
Division  and  by  the  senior  financial  officer. 


DEPARTMENTAL  COMMENTS 


This  also  has  been  implemented. 


We  are  reviewing  the  use  of  this  information. 


We  will  review  this  proposal  with  DSS. 


Agreed  and  presently  being  carried  out. 
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DEPARTMENT  OF  MANPOWER  AND  IMMIGRATION 


Observations  and  Recommendations  as  at  December  1974. 
Departmental  Comments  as  at  May  1975. 

The  study  only  covered  programs  reporting  to  the  Deputy  Minister  and  therefore  ex- 
cluded the  operating  expenditure  of  the  following  votes: 


Vote  25:  Immigration  Appeal  Board 

Vote  30:  Unemployment  Insurance  Commission 

OBSERVATIONS  AND 
RECOMMENDATIONS 


DEPARTMENTAL  COMMENTS 


DESIGNATED  FINANCIAL  OFFICER 

•  A  senior  financial  officer  should  be  designated 
at  the  Assistant  Deputy  Minister  level.  This 
officer  should  have  a  strong  financial  back- 
ground and  should  be  made  a  member  of  the 
senior  management  committee. 

FUNCTIONAL  DIRECTION 

•  Responsibilities  for  giving  functional  guid- 
ance and  direction  in  financial  matters  should 
be  defined  and  included  in  departmental  fi- 
nancial manuals. 


FINANCIAL  PERSONNEL 

•  The  classification  level  and  numbers  in  the  FI 
complement  should  be  reviewed  and  revised 
as  necessary  with  a  view  to  obtaining  staff 
with  the  qualifications  necesary  to  provide 
improved  financial  management  in  the 
Department. 

ORGANIZATION 

•  Funding  requests  for  resources  for  the  finan- 
cial function  should  be  related  to  the  planned 
organization  and  official  organization  charts 
should  be  prepared  on  the  basis  of  positions 
covered  by  authorized  man-years. 


The  acting  ADM  Administration,  a  chartered 
accountant  with  a  strong  financial  background 
has  been  designated  as  senior  financial  officer 
and  a  member  of  the  senior  management 
committee. 


The  financial  manual  will  include  an  outline  of 
the  overall  duties  of  the  senior  financial  officer 
in  the  four  principal  areas:  budget  preparation 
and  control,  accounting  policy  and  systems,  fi- 
nancial controls  and  authorities  and  accounting 
operations.  Also  included  will  be  a  description  of 
the  interrelationships  among  the  various  finan- 
cial units  and  program  line  management  indi- 
cating direct  or  functional  responsibilities. 


A  review  of  FI  classifications  has  revealed  that 
certain  positions  appear  to  be  classified  at  too 
low  a  level.  Plans  have  been  formulated  and  are 
being  implemented  to  correct  this  situation  and 
to  create  the  required  organizational  structure 
for  improved  financial  management. 


Additional  resource  requirements  in  terms  of 
man-years  and  dollars  will  be  identified  for  the 
financial  function  related  to  the  planned  organi- 
zation and  official  organization  charts  will  be 
related  to  the  approved  authorized  man-years. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

•  A  reporting  system  on  staffing  activity  should 
be  developed  for  the  financial  function. 

STAFF  TRAINING  PROGRAMS 

•  There  are  no  well  developed  training  pro- 
grams offered  on  the  Department's  financial 
management  and  control  systems. 

Resources  should  be  allocated  to  plan  and 
operate  staff  training  programs  in  the  finan- 
cial management  area  both  at  headquarters 
and  in  the  regions. 

DELEGATION  OF  AUTHORITY 

•  Delegation  of  authority  for  Section  25(  1 )  of 
the  Financial  Administration  Act  has  been 
given  to  only  three  people  in  the  Department 
and  authority  under  Section  26  and  27  has 
been  given  to  the  same  personnel. 

The  weaknesses  in  the  area  of  delegation  of 
authorities  under  Sections  25(  1 ),  26  and  27  of 
the  Financial  Administration  Act  should  be 
rectified. 

•  A  review  procedure  should  be  established  to 
ensure  the  timely  updating  of  delegation  of 
authority  documents  and  related  sections  of 
departmental  manuals. 

PRE-AUDIT  FUNCTION 

•  The  pre-audit  procedures  within  the  Depart- 
ment have  not  been  effectively  established  and 
carried  out. 

Appropriate  pre-audit  procedures  should  be 
established  within  the  Department  and  docu- 
mented in  financial  manuals. 


DEPARTMENTAL  COMMENTS 

A  reporting  system  will  be  developed  to  ensure 
timely  communication  between  staffing  officers 
and  line  management  in  the  financial  functions. 


Staff  training  programs  for  management  and 
administrative  support  personnel  will  be  devel- 
oped by  September  1976. 


The  format  of  the  Delegation  Instruments  for 
financial  signing  authorities  has  been  completely 
revised  and  the  delegation  of  authorities  is  in  the 
process  of  revision  to  reflect  improved  principles 
of  delegation. 

A  review  procedure  is  being  established  and  will 
be  covered  in  the  departmental  manuals. 


Appropriate  procedures  are  in  the  process  of 
being  established  and  will  be  implemented  and 
fully  covered  in  the  departmental  manuals  in 
1975. 


INTERNAL  ACCOUNTING  CONTROLS 

•  Accounting  systems  and  procedures  in  use  are 
not  properly  documented. 

The  system  of  internal  accounting  controls 
should  be  fully  documented  in  departmental 
financial  manuals. 


The  Departmental  Accounting  Manual  will  be 
completely  revised  to  fully  document  all  systems, 
procedures  and  internal  controls  required  to 
properly  maintain  the  accounts  of  the 
Department. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

•  The  methods  of  document  control  in  use  in 
the  Department  do  not  ensure  that  individual 
transactions  are  recorded  on  a  timely  basis. 
This  could  be  accomplished  by  establishing 
suitable  batch  control  procedures.  In  addition, 
invalid  entry  adjustments  which  can  occur 
through  coding  errors  should  be  processed  on 
a  more  regular  basis. 

REVENUE  AND  ACCOUNTS  RECEIVABLE 

•  Procedures  and  controls  should  be  established 
for  the  origination,  recording,  collection  and 
deletion  of  accounts  receivable  for  all  pro- 
grams and  should  be  fully  documented  in  the 
departmental  financial  manuals. 

The  circumstances  which  gave  rise  to  over- 
payments —  particularly  in  the  Canada  Man- 
power Training  Programs  —  should  be  recti- 
fied to  eliminate  or  substantially  reduce  the 
number  of  accounts  which  must  be  dealt  with 
in  this  regard. 

The  procedures  in  the  revenue  area  should  be 
revised  to  reduce  the  administrative  costs  of 
revenue  collection. 


INTERNAL  AUDIT 

•  Responsibility  for  some  of  the  internal  audit 
arrangements  rests  with  program  managers 
while  others  are  co-ordinated  by  the  depart- 
mental Management  Review  and  Im- 
provement Bureau. 

Responsibility  should  be  delegated  to  the 
Management  Review  and  Improvement 
Bureau  for  the  co-ordination  of  all  Audit  Ser- 
vices Bureau  audits,  for  the  departmental  re- 
view of  their  findings  and  for  reporting  to  the 
Deputy  Minister  on  major  audit  observations, 
trends  and  weaknesses. 

•  All  internal  audit  programs  and  procedures 
should  be  revised  and  reviewed  in  consulta- 
tion with  Audit  Services  Bureau,  placing  more 
emphasis  on  the  conduct  of  the  audits  on  sys- 
tems evaluation  and  improvement 
recommendations. 

•  The  scope  of  the  audits  should  be  reviewed  to 
reduce  costs  and  utilize  the  savings  to  imple- 
ment improvements  in  basic  systems  and  pro- 
cedures controls. 


DEPARTMENTAL  COMMENTS 

A  complete  review  of  these  procedures  has  been 
initiated.  Batch  control  or  sequential  numbering 
methods  to  ensure  timely  recording  will  be  im- 
plemented. Invalid  entry  errors  will  be  adjusted 
on  a  more  timely  basis. 


The  operations  and  procedures  related  to  ac- 
counts receivable  and  revenue  control  are  under 
extensive  review  by  the  Department  and  major 
changes  and  improvements  will  be  made. 


Responsibility  for  all  audit  arrangements  has 
been  delegated  to  the  Management  Review  and 
Improvement  Bureau. 


Audit  programs  and  procedures  are  being  devel- 
oped along  the  lines  recommended. 


The  scope  of  all  audits  will  be  reviewed  to 
achieve  optimum  coverage  consistent  with  qual- 
ity and  cost  considerations. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

PROGRAM  ACTIVITY  STRUCTURE 

•  The  Development  and  Utilization  of  Man- 
power program  appropriation  under  Vote  5 
represents  a  significant  portion  of  total  de- 
partmental expenditures. 

An  expanded  activity  structure  should  be  es- 
tablished in  the  Development  and  Utilization 
of  Manpower  Program  to  provide  more  useful 
information  for  the  assessment  of  these  activ- 
ities and  their  contribution  to  manpower  pro- 
gram objectives. 

PROGRAM  FORECASTS  AND  MAIN 
ESTIMATES  PROCEDURES 

•  A  continuous  system  of  financial  planning 
should  be  developed  and  integrated  with  a 
similar  operations  planning  system  to  provide 
senior  management  with  improved  decision- 
making information. 

There  should  be  increased  participation  of 
senior  financial  officers  in  the  Program  Fore- 
casts and  Estimates  procedures. 


DEPARTMENTAL  COMMENTS 


A  new  activity  structure  has  been  established  for 
the  1976-77  program  year. 


The  roles  of  financial  officers  and  program  of- 
ficers are  under  review  and  financial  planning 
activities  and  capabilities  are  being  developed  to 
meet  the  recommendations. 


BUDGETARY  CONTROL  PROCEDURES 

•  Procedures  followed  in  the  Department  in 
comparing  operating  results  with  budgeted 
expenditures  do  not  result  in  effective  finan- 
cial analysis  of  variances  from  the  plans  re- 
flected in  the  budgets. 

Improved  budget  variance  analysis  proce- 
dures should  be  developed  at  various  levels  of 
management  responsibility  throughout  the 
Department. 

COMMITMENT  CONTROL  PROCEDURES 

•  The  system  for  the  keeping  of  commitment 
records  on  a  uniform  basis  throughout  the 
Department  should  be  established  and 
documented. 

Departmental  policies  on  the  issuance  of  blan- 
ket commitment  certificates  should  be  revised. 


Improved  budget  variance  analysis  procedures 
and  reports  will  be  developed  and  implemented 
by  April  1976. 


All  matters  relating  to  commitment  certificates 
and  records  are  under  review  and  procedures 
will  be  implemented  early  in  1976. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

OPERATIONAL  PERFORMANCE 
MEASUREMENT  SYSTEM 

•  The  application  of  operational  performance 
measurement  system  concepts  is  in  the  devel- 
opmental stage  within  the  Department.  The 
concept  has  been  applied  nationally  in  the 
early  stages;  however,  an  in-depth  pilot  study 
at  a  limited  number  of  locations  should  be 
initiated  to  develop  an  effective  Operational 
Performance  Measurement  System  on  a  basis 
that  is  integrated  with  the  financial  reporting 
system. 

FINANCIAL  REPORTING 

•  The  information  contained  in  the  reports  pre- 
pared from  the  various  reporting  systems  is 
not  obtained  from  the  same  data  base.  The 
reports  are  not  prepared  as  part  of  a  control- 
led reporting  system  integrated  where  appro- 
priate. Consequently  the  comparability  of  the 
data  on  the  reports  is  not  assured. 

The  Department's  basic  reporting  systems 
should  be  integrated  where  appropriate  to 
make  these  reports  more  useful  management 
tools. 

DEPARTMENTAL  RELATIONSHIPS  WITH 
DEPARTMENT  OF  SUPPLY  AND 
SERVICES 

•  The  relative  responsibilities  and  relationships 
with  the  Department  of  Supply  and  Services 
are  not  well  defined  or  understood. 

There  should  be  a  written  agreement  with  the 
Department  of  Supply  and  Services  covering 
the  services  to  be  provided  by  the  Department 
of  Supply  and  Services  together  with  the  re- 
spective responsibilities  of  the  Department 
and  the  central  agency. 

A  complete  review  of  the  use  of  the  services  of 
the  Department  of  Supply  and  Services  should 
be  undertaken  to  establish  more  effective  pro- 
cedures in  the  processing  of  expenditures  and 
the  preparation  of  financial  reports. 


DEPARTMENTAL  COMMENTS 


Steps  have  been  taken  to  ensure  appropriate 
financial/operational  participation  in  the  devel- 
opment of  a  satisfactory  operational  perform- 
ance measurement  system  as  recommended. 
However,  it  is  felt  that  acceptance  of  the  pilot 
study  approach  may  be  premature  at  this  time. 
A  solution  will  be  developed  and  implemented 
which  will  include  a  pilot  study  as  recommended 
if  found  to  be  appropriate  upon  further 
consideration. 


A  major  review  of  user  needs  and  systems  re- 
quired to  provide  base  data  information  and 
integrated  reports  will  be  undertaken  with  par- 
ticipation by  all  functions. 


The  Department  is  taking  steps  to  identify  and 
firmly  establish  the  respective  responsibilities  of 
the  Department  of  Supply  and  Services  and  the 
Department  and  will  take  all  possible  steps  to 
improve  the  use  of  the  services  of  the  Depart- 
ment of  Supply  and  Services. 
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DEPARTMENT  OF  NATIONAL  DEFENCE 

Observations  and  Recommendations  as  at  July  15,  1975. 
Departmental  Comments  as  at  August  1975. 

Our  review  was  based  on  all  segments  of  the  Department  reporting  through  the  Deputy 
Minister  and  the  Chief  of  the  Defence  Staff.  Thus,  it  specifically  excluded  the  Defence 
Research  Board,  Defence  Construction  ( 1951 )  Limited  and  all  non-public  funds  operations 
of  the  Department. 


OBSERVATIONS  AND 
RECOMMENDATIONS 

ORGANIZATION 

•  At  the  present  time  the  Chief  Financial  Ser- 
vices, not  the  ADM  (Finance),  has  been  des- 
ignated as  the  senior  officer  responsible  for 
departmental  systems  of  financial  administra- 
tion because  the  Director  General  Audit  re- 
ports directly  to  the  ADM  (Finance).  How- 
ever, when  the  Department's  audit  committee 
is  formed,  the  spirit  of  the  Treasury  Board 
Guideline  will  be  better  followed  if  the  ADM 
(Finance)  is  designated  the  senior  officer  re- 
sponsible. Then  the  Director  General  Audit 
will  be  reporting  to  an  independent  group. 

•  The  ADM  (Finance)  and  the  Chief  Financial 
Services  and  their  supporting  headquarters 
financial  staffs  each  have  a  financial  services 
and  a  financial  control  role  to  play  in  the  De- 
partment. These  roles  cannot  always  be  played 
simultaneously. 

The  ADM  (Finance)  should  be  designated  as 
the  senior  officer  responsible  for  departmental 
systems  of  financial  administration. 

The  headquarters  financial  group  should  have 
a  person  whose  sole  responsibility  is  to  ensure 
that  adequate  internal  control  systems  exist 
and,  where  they  do  not,  to  develop  new  ones. 
The  maintenance  of  the  financial  manual  de- 
scribed later  in  this  report  should  also  be  his 
responsibility.  This  person  should  report  di- 
rectly to  the  Chief  Financial  Services. 


DEPARTMENTAL  COMMENTS 


Agreed.  The  Audit  Committee  has  been  estab- 
lished and  will  provide  independent  direction  to 
the  Director  General  Audit,  consistent  with  the 
spirit  of  the  Treasury  Board  Guideline. 

Agreed.  The  reorganization  required  is  not  ma- 
jor and  should  be  completed  prior  to  the  end  of 
the  current  fiscal  year. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

FUNCTIONAL  REPORTING  OF 
FINANCIAL  OFFICERS 

•  To  ensure  that  financial  responsibilities  are 
being  properly  exercised: 

(a)  a  senior  financial  officer  within  the  ADM 
(Finance)  organization  should  provide 
functional  direction  to  Command  comptrol- 
lers and  financial  officers  in  headquarters 
positions  outside  the  ADM  (Finance)  orga- 
nization; and 

(b)  Command  comptrollers  with  limited  fi- 
nancial training  should  receive  specific  fi- 
nancial training,  including  a  period  of  ori- 
entation in  the  ADM  (Finance)  organi- 
zation before  assuming  their  duties. 

FINANCIAL  MANUAL 

•  The  departmental  financial  manual  should  be 
completed  as  soon  as  possible  and  procedures 
developed  to  ensure  that  the  manual,  once  is- 
sued, is  kept  up  to  date.  The  person  in  the 
headquarters  financial  group  with  responsibil- 
ity for  internal  control  systems  described  ear- 
lier in  this  report  should  maintain  this 
manual. 

RESPONSIBILITY  ACCOUNTING 

•  Seventy-five  per  cent  of  departmental  operat- 
ing funds  are  controlled  centrally  while  the 
remaining  25%  are  delegated  to  Commands, 
Bases  and  other  operating  units  for  control 
purposes.  Of  this  25%,  only  a  small  propor- 
tion is  truly  controllable  by  the  local  responsi- 
bility centre  managers. 

Budgetary  control  responsibility  should  be 
assigned  to  responsibility  centre  managers 
only  for  activities  over  which  they  have  direct 
operating  control.  The  number  of  responsibil- 
ity centres  should  be  reduced  to  eliminate 
those  where  no  operating  control  actually 
exists. 

PERSONNEL  SUPPORT  PROGRAMS 
(NON-PUBLIC  FUNDS) 

•  Various  personnel  support  programs  are  oper- 
ated on  behalf  of  military  personnel  at  DND 
locations,  including: 

(a)  Canex  retail  outlets; 

(b)  Messes  and  institutes;  and 


DEPARTMENTAL  COMMENTS 


Agreed.  The  new  Departmental  Financial  Man- 
ual, on  which  work  has  been  proceeding  over 
the  last  year,  will  be  issued  shortly  and  should 
significantly  improve  communications. 


Agreed.  The  Department  will  make  the  neces- 
sary arrangements. 


Agreed.  The  Financial  Manual  is  being  com- 
pleted on  schedule  and  will  be  issued  later  this 
year.  The  responsibility  of  insuring  that  the 
manual  is  kept  up  to  date  will  be  assigned  to  a 
specific  individual  as  part  of  the  reorganization 
referred  to  above. 


Agreed.  It  should  be  emphasized,  however,  that 
disbursement  control  will  continue  to  be  decen- 
tralized with  responsibility  for  enforcing  econ- 
omy in  expenditures  being  exercised  at  the  low- 
est possible  level. 
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(c)    physical  education  and  recreation  facilities. 

•  The  Control  and  administration  of  non-public 
funds,  facilities  and  programs  vests  immedi- 
ately with  the  commander  of  the  unit  and  ulti- 
mately with  the  Chief  of  Defence  Staff.  The 
funds  receive  some  public  subsidy  in  the  form 
of  departmental  manpower  resources  and  di- 
rect funding. 

Two  steps  are  necessary  to  ensure  that  non- 
public funds  responsibilities  can  be  properly 
exercised  without  interfering  with  public 
funds  responsibilities: 

(a)  adequate  well-trained  financial  staffs  should 
be  made  available  to  departmental  manag- 
ers with  non-public  funds  responsibilities; 
and 

(b)  financial  audits  of  all  non-public  funds 
should  be  performed  by  properly  trained 
auditors  at  least  annually. 

FINANCIAL  SIGNING  AUTHORITIES 

•  Delegation  of  financial  signing  authorities  is 
documented  as  follows: 

(a)  through  documents  signed  by  the  Minister 
and  the  Deputy  Minister;  and 

(b)  through  numerous  sections  of  various  pub- 
lications imposing  limits  on  the  exercise  of 
spending  authority. 

•  A  document  which  includes  all  facets  of  dele- 
gated authorities  has  been  prepared  but  not 
yet  issued. 

•  Revisions  to  the  delegation  of  financial  sig- 
ning authorities  should  be  issued  to  include  in 
one  comprehensive  document  the  following: 

(a)  a  statement  that  spending  authority  should 
generally  be  exercised  by  operating  manag- 
ers and  payment  authority  by  financial 
officers  and  that  spending  and  payment  au- 
thorities on  a  particular  transaction  should 
always  be  exercised  by  different  persons; 
and 

(b)  both  spending  and  payment  authority  lim- 
its according  to  military  rank  or  equivalent 
civilian  position. 


DEPARTMENTAL  COMMENTS 


Agreed.  A  policy  decision  is  required  as  to  the 
extent  of  additional  public  support  to  be 
provided. 


Agreed.  As  noted  in  the  observation,  a  document 
covering  all  the  recommendations  has  been  pre- 
pared and  will  be  issued  in  October  1975. 
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PRE-AUDIT  PROCEDURES 

•  The  application  of  pre-audit  procedures  does 
not  include  a  check  of  signatures  affixing 
spending  authority,  an  edit  of  financial  coding 
or  the  batching  of  documents  forwarded  to  the 
Department  of  Supply  and  Services  for  che- 
que issue.  A  document  defining  steps  to  be 
followed  by  pre-audit  clerks  is  under  revision. 

Pre-audit  procedures  performed  before  for- 
warding cheque  requisitions  to  the  Depart- 
ment of  Supply  and  Services  for  payment 
should  be  enforced  through  the  use  of  a  block 
stamp  to  ensure  that  all  appropriate  steps  are 
followed. 

REVENUE  AND  ACCOUNTS  RECEIVABLE 
CONTROL 

All  invoices  should  be  accounted  for  in  the 
accounts  receivable  subsidiary  ledger  and  an 
independent  control  account  should  be  main- 
tained over  accounts  receivable  balances  ad- 
ministered by  NDHQ. 

PHYSICAL  CONTROL  OF  INVENTORIES 

•  Departmental  policy  is  to  verify  quantities 
maintained  on  perpetual  inventory  records  by 
physical  count  of  all  stock  classes  at  least  once 
every  three  years.  Over  the  last  year  or  so, 
perpetual  records  previously  maintained  by 
supply  depots  and  base  supply  locations  have 
been  converted  to  the  revised  Canadian 
Forces  Supply  System  (CFSS).  Physical 
counts  were  not  made  coincident  with  the  in- 
troduction of  the  CFSS  and  certain  supply 
locations  have  not  yet  developed  a  plan  for 
continuing  physical  counts. 

The  Chief  Supply,  through  liaison  with  Depot 
Commanding  Officers  and  Command  and 
Base  Supply  Officers,  should  ensure  that  all 
supply  locations,  in  conformity  with  depart- 
mental policy,  develop  and  execute  on  a 
timely  basis  a  plan  to  count  physically  at  least 
once  every  three  years  all  stock  classes  under 
their  control. 

ACCOUNTING  FOR  INVENTORIES 

•  There  are  three  types  of  inventory  items  as 
follows: 

(a)  equipment  and  vehicles; 


DEPARTMENTAL  COMMENTS 


Agreed.  The  document  referred  to  in  the  obser- 
vations is  being  rewritten  and  will  be  issued  in 
January  1976.  A  block  stamp  of  the  type  refer- 
red to  is  now  used  in  some  of  the  larger  supply 
depots  and  its  use  will  be  extended. 


Agreed.  The  independent  control  account  is 
being  established. 


Agreed.  Commands,  Bases  and  Depots  have 
been  instructed  to  do  this. 


224 


OBSERVATIONS  AND 
RECOMMENDATIONS 

(b)  repair  parts  and  reserve  stocks;  and 

(c)  consumable  supplies. 

•  Inventory  levels  and  usage  of  the  first  two 
types  are  dicated  by  military  requirements  but 
usage  of  the  third  type  can  be  controlled  by 
responsibility  centre  managers. 

•  Program  Forecasts,  Main  Estimates,  operat- 
ing budgets  and  the  Public  Accounts  of  Can- 
ada disclose  only  budgeted  and  actual  supply 
purchases,  not  supply  utilization.  As  well,  sup- 
ply items  nationally  stocked  are  drawn  from 
stores  free  of  charge  by  the  user  but  items 
procured  locally  must  be  paid  for  by  supply 
officers'  locally  managed  funds. 

Annual  Main  Estimates  and  the  report  of  de- 
partmental expenditures  should  disclose  sepa- 
rately anticipated  and  actual  changes  in  levels 
of  inventory  for  classes  of  inventory  where  it 
is  possible. 

The  data  provided  by  the  Canadian  Forces 
Supply  System  should  be  used  to  charge  ulti- 
mate users  for  items  over  which  the  users  have 
some  degree  of  control,  no  matter  what  the 
source  of  original  procurement. 

INTERNAL  AUDIT 

•  Base  Comptrollers'  internal  audit  sections 
should  be  strengthened,  both  in  numbers  and 
in  rank.  A  military  officer  or  civilian  equiv- 
alent should  be  appointed  to  a  full  time  chief 
internal  audit  position  at  each  base,  except 
where  the  base  is  too  small  to  justify  a  full- 
time  position.  Smaller  bases,  stations,  ships 
and  other  locations  should  be  grouped  appro- 
priately so  that  all  are  covered  by  internal 
audit  sections  under  the  control  of  an  officer 
with  full-time  internal  audit  responsibilities. 

•  The  Director  General  Audit  has  developed  a 
plan  for  improving  the  internal  audit  func- 
tion. Steps  should  be  taken  to  expedite  the 
implementation  of: 

(a)  an  integrated  plan  to  maximize  the  effec- 
tiveness and  minimize  the  duplication  of 
effort  among  the  various  levels  of  internal 
audit; 

(b)  a  formal  training  program  for  Base  Comp- 
trollers'internal  auditors;  and 


DEPARTMENTAL  COMMENTS 


Agreed,  in  principle.  The  Department  will  inves- 
tigate the  practicality  of  the  recommendation,  in 
consultation  with  the  Treasury  Board. 


Agreed,   in   principle.   The   proposal   will    be 
studied. 


Agreed,  in  principle.  The  proposal  will  be  stud- 
ied but  current  man-year  restrictions  may  make 
it  difficult  to  take  the  action  recommended. 


Agreed.  The  work  already  under  way  will  be 
accelerated  to  the  extent  possible  in  the  light  of 
current  man-year  restrictions. 
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(c)  an  audit  manual,  including  detailed  audit 
programs,  for  use  by  all  Base  Comptrollers' 
internal  audit  sections. 

CO-ORDINATION  OF  PLANNING 
FUNCTIONS 

•  Both  the  long-range  planning  function  and 
Program  Forecast  preparation  are  the  respon- 
sibility of  the  ADM  (Policy)  group  while 
Main  Estimates  preparation  is  the  responsibil- 
ity of  the  ADM  (Finance)  group. 

The  ADM  (Finance)  organization  should  as- 
semble information  similar  to  the  Main  Esti- 
mates relating  to  the  first  year  of  Program 
Forecasts.  This  information  should  be  com- 
pared with  the  long-range  plan  and,  where 
appropriate,  adjustments  made  before  prepar- 
ing the  annual  Program  Forecast  submission. 

DETAILED  MANAGEMENT  BUDGETS 
AND  FUNDS  ALLOCATION 

•  Responsibility  centre  budget  submissions 
should  be  zero-based  (i.e.  include  a  justifica- 
tion for  all  activities,  both  new  and  recurring, 
including  their  costs). 

•  These  budget  submissions  should  include  real- 
istic cost  estimates  based  on  inflation  factors 
agreed  to  by  both  headquarters  and  the  local 
responsibility  centre  managers. 

•  When  budget  submissions  must  be  reduced, 
senior  management  should  indicate  activity 
level  reductions  to  responsibility  centre  man- 
agers who  should  resubmit  their  budgets  ba- 
sed on  these  reduced  activity  levels.  This  cycle 
should  be  repeated  until  an  acceptable  spend- 
ing level  is  achieved. 

•  Efforts  should  be  intensified  to  identify,  at  the 
earliest  possible  date,  necessary  reallocations 
of  funds  so  they  can  be  made  on  a  timely 
basis. 

OPERATIONAL  PERFORMANCE 
MEASUREMENT  SYSTEMS  (OPMS) 

•  Efforts  in  the  development  of  a  Performance 
Measurement  System  should  be  continued. 

•  The  reporting  of  the  Performance  Measure- 
ment Systems  effectiveness  and  efficiency 
measures  should  be  integrated  with  the  main 
responsibility  centre  financial  reporting 
system. 


DEPARTMENTAL  COMMENTS 


Agreed,  in  principle.  The  Department  will  un- 
dertake a  study  to  assess  the  practicability  of  the 
proposal. 


Agreed,  in  principle.  The  Department  will  study 
the  practicability  and  cost  effectiveness  of  intro- 
ducing a  zero-based  budgeting  system. 

Agreed.  Instructions  respecting  the  preparation 
of  Estimates  for  1976-77  deal  with  inflation  fac- 
tors in  the  manner  recommended. 

Agreed,  in  principle.  Sufficient  time  may  not 
always  be  available  to  permit  the  processes  de- 
scribed to  be  completed. 


Agreed.  The  Department  will  study  methods  of 
improving  existing  procedures. 


Agreed.   Results  achieved  to  date  have  been 

promising. 

Agreed,  in  principle.  Further  study  is  required 

but  the  Department  is  confident  that  the  systems 

will  be  integrated  in  due  course. 
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COMMITMENT  RECORDS 

•  Commitment  records  are  maintained  for  ma- 
jor headquarters  controlled  expenditures  such 
as  military  and  civilian  payrolls.  However,  no 
formal  commitment  records  system  exists  for 
funds  controlled  through  the  Resource  Man- 
agement System,  although  a  draft  of  a  direc- 
tive, relating  to  this,  has  been  prepared. 

The  draft  directive  relating  to  commitment 
records  should  be  finalized  and  issued  to  en- 
sure that  commitment  records  are  maintained 
by  all  responsibility  centre  managers. 

FINANCIAL  REPORTING 

•  Financial  Information  System  reports  pertain- 
ing to  locally-funded  expenditures  form  only  a 
limited  portion  of  the  Department's  Resource 
Management  System.  A  significant  misunder- 
standing exists  between  senior  financial  man- 
agement and  the  Responsibility  Centre  man- 
agers as  to  the  intent  and  use  of  these  reports. 

The  Resource  Management  System  pertaining 
to  locally-funded  expenditures  should  be  re- 
vised. Particular  attention  should  be  given  to 
making  information  more  timely  and  to  im- 
proving the  communication  of  the  system's 
objectives,  as  well  as  ensuring  that  responsi- 
bility is  related  to  control  as  described  in  the 
Responsibility  Accounting  section  of  this  re- 
port. An  explanation  of  the  Resource  Manage- 
ment System  should  be  given  in  a  user's  man- 
ual written  for  non-accountants.  The  use  of 
the  various  reports  should  be  explained  in  this 
manual. 


DEPARTMENTAL  COMMENTS 


The  Directive  has  been  finalized  and  issued. 


Agreed.  The  Financial  Information  System  is 
being  continually  improved  and  further  changes 
are  planned  for  1976-77.  A  user's  manual  writ- 
ten for  non-accountants  will  be  distributed  in 
the  1976-77  fiscal  year. 
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REVENUE  CANADA  -  CUSTOMS  AND  EXCISE 


Observations  and  Recommendations  as  at  January  1975. 
Departmental  Comments  as  at  June  1975. 


OBSERVATIONS  AND 
RECOMMENDATIONS 

ROLE  OF  FINANCIAL  MANAGEMENT 

•  The  Management  Committee  should  clearly 
define  the  role  of  financial  management  in  the 
Department  so  as  to:  eliminate  duplication 
and  uncertainties  in  the  interpretation  of  the 
responsibilities  of  headquarters  and  branch 
financial  officers  and  provide  headquarters 
financial  officers  with  the  authority,  responsi- 
bility and  staff  resources  to  ensure  implemen- 
tation of  financial  policies.  In  order  to  place 
greater  importance  on  the  financial  function, 
the  Department  might  realign  service 
branches  to  permit  the  ADM  responsible  for 
finance  to  devote  a  more  significant  amount  of 
his  time  to  this  area. 

•  Branch  financial  officers  report  through  an- 
other responsibility  level  to  their  respective 
activity  head  and  are  not  generally  members 
of  their  respective  management  committees. 

Financial  officers  should  report  direct  to  the 
operating  managers  they  support. 

•  The  financial  function  in  the  Department  is 
grouped  organizationally  with  management 
or  administrative  services.  There  is  little  or  no 
connection  between  financial  and  planning 
functions.  Financial  officers  are  sometimes  not 
aware  of  imminent  operational  plans.  Opera- 
tional plans  are  sometimes  formulated  with- 
out an  appraisal  of  their  financial  impact  by 
financial  officers. 

The  responsibility  for  financial  management 
and  planning  should  be  grouped. 


DEPARTMENTAL  COMMENTS 


The  Department  is  in  the  process  of  defining  the 
roles  and  responsibilities  of  financial  officers  and 
expects  to  have  this  completed  by  August  1, 
1975.  Appropriate  authority,  responsibility  and 
resources  will  be  provided  to  headquarters'  fi- 
nancial officers  consistent  with  their  designated 
role.  Following  the  role  definition,  the  organi- 
zation structure  and  the  development  of  finan- 
cial officers  at  the  corporate  level  will  be  re- 
viewed and  strengthened  as  necessary  to  allow 
them  to  discharge  their  responsibilities. 


The  Department  recognizes  the  principle  that 
financial  officers  should  report  direct  to  their 
operating  managers. 


The  need  for  a  close  relationship  between  fi- 
nancial management  and  planning  will  be  taken 
into  account  in  the  organizational  planning  for 
the  financial  function. 
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DEPARTMENTAL  COMMENTS 


FUNCTIONAL  RELATIONSHIPS 

•  The  Department  should  define  and  document 
functional  lines  of  authority  and  state  the  re- 
sponsibilities of  the  leaders  within  the  finan- 
cial function. 


STAFFING  OF  THE  FINANCIAL 
FUNCTION 

•  The  Department  has  experienced  difficulty  in 
hiring  staff  with  the  desired  qualifications  to 
fill  vacant  positions. 

The  Department  should  reorganize  and  re- 
define responsibilities  so: 

—  senior  financial  officers  recognize  their  full 
responsibilities  and  are  appropriately  clas- 
sified; and 

—  there  is  a  career  pattern  for  financial  officers 
within  the  Department. 

•  It  was  noted  that  position  descriptions  are  of- 
ten written  for  job  classification  rather  than 
for  financial  management  purposes. 

Job  descriptions  should  be  redrawn  to  de- 
scribe more  closely  the  functions  required  and 
personnel  should  be  measured  against  the  re- 
drawn descriptions. 

•  The  Department  has  no  policy  on  training  for 
financial  staff  and  no  in-house  training  and 
professional  development  program.  Financial 
staff  attend  Public  Service  Commission  and 
similar  professional  development  courses  on 
an  ad  hoc  basis.  The  intention  of  the  Financial 
Administration  Division  is  to  develop  the  nec- 
essary variety  of  skills,  but  there  is  no  formal 
plan  to  achieve  this  goal. 

There  should  be  greater  effort  on  training  and 
career  development  programs  for  financial 
personnel. 


Simultaneous  with  defining  the  roles  and  re- 
sponsibilities of  financial  officers,  the  Depart- 
ment will  document  the  functional  line  of  au- 
thority, stating  the  responsibilities  of  the  leaders 
within  the  financial  function. 


The  responsibilities  of  senior  financial  officers, 
after  their  roles  have  been  defined,  will  be  docu- 
mented to  ensure  recognition  of  full  responsibil- 
ities and  proper  classification.  The  orga- 
nizational structure  will  take  into  account  the 
need  for  a  career  pattern  for  financial  officers 
within  the  Department. 


In  conjunction  with  the  above,  job  descriptions 
will  be  revised  where  necessary,  but  the  Depart- 
ment considers  that  functional  guidance  and  re- 
sults are  expected  to  go  beyond  the  contents  of 
job  descriptions. 


The  Department  is  in  the  process  of  formalizing 
its  training  and  career  development  program  for 
financial  personnel.  Staffing  action  is  currently 
underway  to  fill  the  position  that  has  been  cre- 
ated in  the  Financial  Administration  Division  to 
be  responsible  for  developing  and  implementing 
this  program. 
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QUALITY  OF  COMMUNICATION  OF 
FINANCIAL  REQUIREMENTS 

•  There  is  no  effective  financial  manual.  The 
previous  manual  has  fallen  into  disuse  and  its 
replacement  is  still  in  various  stages  of  draft- 
ing. To  fill  this  void  one  of  the  operating 
branches  has  issued  its  own  "temporary  man- 
ual" which  has  not  been  co-ordinated  with 
Financial  Administration  Division. 

The  Department's  financial  manual  should  be 
completed  in  conformity  with  Treasury  Board 
Guidelines  using  where  applicable  material 
and  resources  of  the  line  branches. 


DOCUMENTATION  OF  REVENUE  AND 
EXPENDITURE  SYSTEMS 

•  There  should  be  comprehensive  systems  docu- 
mentation for  the  principal  revenue  and  ex- 
penditure systems  in  force  in  the  Department. 


SPECIAL  SERVICE  REVENUE  AND 
ACCOUNTS  RECEIVABLE 

•  Control  ports  are  responsible  for  the  collec- 
tion of  special  service  receivables.  However, 
they  do  not  always  account  for  the  numerical 
sequence  of  invoices  issued  by  local  ports  and 
verify  the  cash  received  by  the  local  port  for 
special  services  to  the  subsequent  bank  de- 
posit. There  is  no  accounting  control  over  ac- 
counts receivable  nor  are  they  aged  on  a  reg- 
ular basis. 

The  numerical  sequence  of  invoices  should  be 
independently  accounted  for  by  the  control 
port. 

Control  ports  should  be  given  the  responsibil- 
ity to  verify  independently  cash  received  at 
the  local  port  level. 

Independent  dollar  control  should  be  estab- 
lished over  special  service  receivables. 

Monthly  aged  listings  of  outstanding  special 
service  billings  should  be  prepared  and  re- 
viewed by  management. 


DEPARTMENTAL  COMMENTS 


The  departmental  financial  manual  will  con- 
tinue to  receive  the  highest  priority  within  the 
financial  function.  All  available  resources  will  be 
utilized  to  ensure  that  it  is  completed  as  soon  as 
possible  and  that  it  conforms  to  departmental 
and  Treasury  Board  requirements. 


The  departmental  financial  and  operating  man- 
uals will  contain  comprehensive  systems  docu- 
mentation for  the  major  revenue  and  expendi- 
ture systems. 


Current  instructions  will  be  updated  and  their 
effectiveness  reinforced  to  ensure  provision  of 
this  control. 

Suitable  instructions  will  be  provided  to  give 
effect  to  this  recommendation. 


While  the  Department  is  prepared  to  institute 
this  control,  its  value  as  a  managerial  tool  must 
be  subject  to  review  and  experience. 

Monthly  aged  listings  of  all  accounts  receivable 
will  be  prepared  during  the  current  fiscal  year. 
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PRE-AUDIT 

•  No  record  is  maintained  of  errors  corrected  at 
the  pre-audit  level.  The  staffs  responsible  for 
the  pre-audit  function  are  not  aware  of  and  do 
not  understand  the  electronic  checks  carried 
out  by  the  Department  of  Supply  and  Services 
nor  is  the  pre-audit  group  notified  of  the  com- 
puter rejects  of  documents  processed  by  them. 

The  Department  is  considering  changes  in  the 
present  system  to  a  sample  pre-audit  or  a 
post-audit  review.  Without  an  evaluation  of 
the  existing  system  based  on  a  proper  docu- 
mentation of  the  system  and  an  evaluation  of 
the  errors  found  in  the  process,  a  reduction  in 
scope  of  pre-audit  or  change  in  methods  could 
expose  the  Department  to  unwarranted 
payments. 

A  record  should  be  maintained  of  errors  cor- 
rected. Persons  responsible  for  supervising  the 
pre-audit  function  should  be  informed  of 
computer  rejects  in  order  to  assess  system 
weaknesses  and  to  monitor  the  extent  of  the 
pre-audit  function  which  should  be  continued 
in  the  future. 

PAYROLL 

•  The  responsibility  for  the  preparation  of  pay- 
roll data  and  the  updating  of  payroll  records 
is  a  personnel  function.  Personnel  officers  are 
not  financially  oriented  or  trained  and  there  is 
a  lack  of  awareness  of  financial  controls  over 
payroll. 

Controls  over  payroll  procedures  should  be 
established  and  promulgated.  Responsibility 
for  establishing  and  monitoring  these  controls 
should  be  assigned  to  financial  officers. 


DEPARTMENTAL  COMMENTS 


Procedures  will  be  instituted  to  ensure  the  main- 
tenance of  error  correction  records  and  the  feed- 
back of  performance  data,  such  as  computer  re- 
jects, in  order  to  provide  supervisors  of  the  pre- 
audit  function  with  the  data  necessary  to  moni- 
tor and  control  this  function. 


A  task  force  comprising  financial  and  personnel 
officers  will  review  existing  payroll  procedures 
and  ensure  that  any  necessary  controls  are  put  in 
place.  A  further  review  will  be  made  within  six 
months  of  the  adoption  of  any  revised  control 
procedures  and  responsibility  for  the  various 
aspects  of  the  payroll  function  will  be  reconsid- 
ered at  that  time. 


DELEGATION  OF  AUTHORITIES 

•  There  is  a  general  lack  of  understanding  of 
sections  26  and  27  of  the  Financial  Adminis- 
tration Act  among  non-financial  officers  per- 
forming a  financial  function.  As  a  result,  of- 
ficers have  signed  under  sections  26  and  27 
without  knowing  the  full  implication  of  their 
signature. 


231 


OBSERVATIONS  AND 
RECOMMENDATIONS 


DEPARTMENTAL  COMMENTS 


All  departmental  officers  having  delegated 
authority  should  receive  through  training  ses- 
sions more  detailed  instructions  on  the  objec- 
tives and  principles  of  the  delegation  of  au- 
thorities and  account  verification  and  ap- 
proval, as  well  as  its  implementation. 


WORKING  CAPITAL  ADVANCE 

•  The  direct  responsibility  for  the  Working 
Capital  Advance  rests  with  a  non-financial 
officer.  The  individual  is  involved  in  pur- 
chases, sales,  cash  receipts  and  cash  disburse- 
ments as  well  as  the  accounting  for  these 
transactions  which  is  a  weakness  in  internal 
control. 

There  should  be  consistency  of  accounting 
treatment  as  regards  all  consumable  invento- 
ries in  the  Department.  Financial  Administra- 
tion Division  should  participate  in  the  annual 
stocktaking  to  ensure  that  procedures  are  ade- 
quate, physical  quantities  are  in  agreement 
with  the  perpetual  records  and  that  differ- 
ences, if  any,  are  properly  followed  up.  Finan- 
cial Administration  Division  should  assume 
responsibility  for  the  accounting  and  handling 
of  cash  receipts  and  disbursements  if  the  De- 
partment continues  to  use  the  Working  Capi- 
tal Advance. 

INTERNAL  AUDIT 

•  The  internal  financial  audit  function  in  the 
Department  is  the  responsibility  of  three 
groups:  Programme  Management  Evaluation, 
Excise  Program  Assessment  and  Customs  In- 
ternal Audit. 

There  is  no  mandatory  communication 
between  them  and  therefore  there  is  a  danger 
that  their  work  will  overlap  or,  more  signifi- 
cantly, may  be  incomplete. 

The  Department  should  reorganize  the  inter- 
nal financial  audit,  placing  all  audit  functions 
in  Programme  Management  Evaluation. 


The  instructions  pertaining  to  the  delegation  of 
signing  authorities,  including  account  verifica- 
tion and  approval,  have  been  revised  to  set  out 
more  clearly  the  objectives  and  principles  in- 
volved. The  implementation  plan  includes  train- 
ing sessions  for  those  officers  with  delegated 
financial  signing  authority. 


The  Department  is  taking  steps  to  establish  fi- 
nancial control  for  departmental  inventories. 
The  procedures  will  include  Financial  Adminis- 
tration Division  participation  in  the  stocktaking 
and  in  the  reconciliation  of  actual  quantities  to 
book  records.  The  responsibility  for  maintaining 
the  accounting  records  for  the  Working  Capital 
Advance  will  be  transferred  to  the  Financial 
Administration  Division. 


While  the  Department  acknowledges  the  con- 
cern of  the  Auditor  General  in  this  regard,  it 
cannot  agree  with  the  recommendation.  How- 
ever, the  Department  recognizes  the  need  for  a 
more  complete  and  comprehensive  definition  of 
the  role,  function  and  relationship  of  each  unit 
and  will  take  the  necessary  action  to  formulate 
the  definition  required  to  ensure  a  minimum  of 
overlap,  duplication  and/or  omission  within  the 
existing  organizational  structure. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

The  audit  approach  throughout  the  Depart- 
ment should  be  standardized  as  systems-based 
and  should  include  the  use  of  internal  control 
evaluation  questionnaires. 


PROGRAM  FORECAST  PROCEDURES 

•  Senior  management  should  define  and  make 
known  the  specific  responsibilities  at  the 
branch  and  headquarters  level  on  program 
forecasting  including:  the  degree  to  which  the 
Financial  Administration  Division  is  expected 
to  participate  in  the  strategic  planning  as- 
pects; the  type  and  amounts  of  procedures  and 
substantive  guidance  which  Financial  Admin- 
istration Division  is  to  provide  to  branches 
and  the  degree  to  which  Financial  Adminis- 
tration Division  will  participate  in  the  review 
function. 

•  The  responsibility  should  be  given  to  Finan- 
cial Administration  Division  for  critical  eval- 
uation of  program  forecasts  together  with  the 
authority  to  require  branches  to  provide 
substantiation. 


•  The  branches  should  be  required  to  document 
completely  and  indepth  all  program  forecast 
procedures  and  practices  including  Output 
Performance  Measurement  Systems.  This  in- 
formation should  be  updated  regularly  and 
the  complete  system  and  subsequent  changes 
should  be  submitted  to  Financial  Administra- 
tion Division  for  approval. 

•  Performance  indicators,  assumptions  and  base 
year  should  be  reviewed  and  updated  concur- 
rently with  the  documentation  of  Output  Per- 
formance Measurement  Systems. 

MAIN  ESTIMATES 

•  Financial  Administration  Division  should 
provide  all  individuals  (including  branch 
staff)  who  are  involved  in  the  Main  Estimates 
procedures  with  an  appropriate  amount  of 
training  in  the  area  of  government  budgeting 
procedures,  mechanics  and  timing. 

•  Departmental  policy  should  require  all 
branches  to  ensure  that  their  regional  offices 
submit  current  costs  when  preparing  Main 
Estimates  submissions. 


DEPARTMENTAL  COMMENTS 

The  Department  agrees  with  the  nature  of  the 
recommendation.  Programme  Management 
Evaluation  is  fully  responsible  for  the  depart- 
mental financial  audit  and  has  been  systems- 
based  in  its  approach.  Internal  control  evalua- 
tion questionnaires  are  now  in  use. 


In  defining  the  roles  and  responsibilities  of  de- 
partmental financial  officers  as  referred  to  in  re- 
sponse to  recommendations  on  the  role  of  fi- 
nancial management,  the  Financial  Administra- 
tion Division's  responsibility  relative  to  the  pro- 
gram forecast  exercise  will  be  set  out.  In  addi- 
tion, the  specific  responsibilities  of  other  Branch 
or  corporate  organizations  concerning  program 
forecasts  will  be  defined  and  promulgated. 


The  specific  responsibilities  of  Financial  Admin- 
istration Division  for  "the  critical  evaluation" 
of  the  various  aspects  of  program  forecast  will 
be  as  defined  by  senior  management.  Financial 
Administration  Division  will  be  provided  with 
appropriate  authority  necessary  to  carry  out  its 
responsibilities. 

Program  forecast  procedures,  including  Output 
Performance  Measurement  Systems,  used  within 
Branches  will  be  completely  documented.  These 
procedures  will  be  updated  and  will  be  reviewed 
by  the  Financial  Administration  Division  to 
ensure  compatibility  with  financial  systems, 
budgeting  and  reporting  requirements. 

Procedures  will  be  adopted  to  ensure  that  per- 
formance indicators,  assumptions  and  base  year 
data  are  reviewed  and  updated  on  a  regular 
basis. 


The  training  program  referred  to  in  response  to 
the  recommendation  on  the  training  of  financial 
staff  will  include  the  training  of  financial  and 
non-financial  personnel  involved  in  the  Main 
Estimates. 

While  the  normal  practice  followed  by  the  De- 
partment calls  for  updated  Main  Estimates  sub- 
missions for  all  costs,  this  requirement  will  be 
formally  specified  in  the  budget  instructions  in- 
cluded in  the  financial  manual. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

VARIANCE  ANALYSES 

•  Variance  analyses  are  generally  prepared  at 
the  branch  activity  level;  however,  these  anal- 
yses have  the  following  deficiencies: 

(a)  narrative  explanations  have  been  superficial 
and  have  not  fully  explained  significant 
variances.  In  certain  instances,  we  were 
unable  to  relate  the  financial  consequence 
of  the  narrative  to  the  actual  dollar  vari- 
ance; and 

(b)  attempts  have  not  been  made  to  relate  vari- 
ances with  differences  between  planned  and 
used  resources  and  changes  in  the  levels  of 
operational  peformance. 

The  Department  should  strengthen  its  vari- 
ance analysis  reporting  system,  including  spe- 
cifically: (a)  a  complete  statement  of  system 
objectives  as  determined  by  senior  manage- 
ment which  should  include  reference  to  the 
system's  use  in  budgetary  control  and  (b) 
measures  to  ensure  that  the  system  is  properly 
implemented  and  maintained  and  that  appro- 
priate explanations  of  variances  are  provided 
to  senior  management. 

FINANCIAL  REPORTING 

•  The  Department  should  ensure  that  its  finan- 
cial management  statements  provide  man- 
year  utilization  data,  commitment  informa- 
tion and  output  statistics  and  that  these  state- 
ments correlate  resource  utilization  to  output. 


DEPARTMENTAL  COMMENTS 


Procedures  and  instructions  should  be  devel- 
oped, documented  and  promulgated  to  ensure 
that  computer  statements  and  reports  are  veri- 
fied as  to  their  accuracy. 


The  Department  is  currently  reviewing  its  vari- 
ance analysis  procedures  with  a  view  to  improv- 
ing the  quality  and  usefulness  of  the  informa- 
tion. Following  the  identification  of  senior  man- 
agement's information  needs,  the  system  will  be 
designed,  documented,  implemented  and  main- 
tained in  a  manner  that  ensures  that  they  receive 
appropriate  variance  explanations. 


Reviews  of  the  financial  reporting  system  will 
continue  to  be  undertaken  to  ensure  that  it  meets 
the  needs  of  managers  at  all  levels  with  respect 
to  such  matters  as  commitment  or  seasonal  bud- 
get information.  The  further  integration  of  man- 
year,  Output  Performance  Measurement  Sys- 
tems or  other  statistical  data  with  the  financial 
budgetary/expenditure  information  is  included 
in  the  objectives  and  plans  of  the  Department. 
This  integration  will  be  effected  as  the  non-fi- 
nancial sub-systems  become  operational. 
The  financial  manual  will  include  instructions 
on  the  verification  of  computer  statements  and 
financial  reports. 
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DEPARTMENT  OF  NATIONAL  REVENUE     -  TAXATION 


Observations  as  at  December  1974. 
Departmental  Comments  as  at  May  1975. 

The  study  concentrated  on  head  office  which  exercises  central  control  over  most  depart- 
mental activities  resulting  in  homogeneous  procedures  for  budgeting,  accounting  and  fi- 
nance in  the  district  offices.  Two  of  the  twenty-eight  district  offices  and  the  data  centre  were 
visited  to  confirm  this. 


OBSERVATIONS  AND 
RECOMMENDATIONS 

FUNCTIONAL  DIRECTION 

•  There  is  a  certain  amount  of  confusion  as  to 
who  is  responsible  for  providing  functional 
direction  on  financial/accounting  matters, 
particularly  in  the  field  units,  where  such  di- 
rection to  financial  management  has  not  been 
adequate. 

•  The  Financial  Unit  in  the  Management  Con- 
trols Division  of  the  Operations  Branch 
should  be  strengthened.  It  should  also  be 
given  responsibility  for  controlling  that 
Branch's  budget  as  well  as  providing  func- 
tional direction  to  District  Offices  and  the 
Data  Centre  on  budgetary  control,  financial 
control  of  expenditures,  accounting  control 
procedures  related  to  assets  and  liabilities  and 
financial  reporting  matters. 

•  The  Finance  Division  of  the  Finance  and 
Administration  Branch  should  provide  simi- 
lar functional  direction  to  the  Financial  Unit 
in  the  Management  Controls  Division  of  the 
Operations  Branch  through  regularly  sched- 
uled meetings  and  through  the  use  of  compre- 
hensive financial  manuals. 

•  The  Finance  Division  of  the  Finance  and 
Administration  Branch  should  also  provide 
similar  functional  direction  to  all  other  Head 
Office  Branches  by  supplying  adviser/analysts 
as  required  and  through  the  use  of  compre- 
hensive financial  manuals. 


DEPARTMENTAL  COMMENTS 


Efforts  will  be  made  to  clarify  the  lines  of  re- 
sponsibility to  eliminate  any  confusion  that  ex- 
ists in  the  field. 


Agreed. 


Agreed. 


Agreed. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

PERFORMANCE  REVIEW  OF  PERSONNEL 
CARRYING  OUT  FINANCIAL  FUNCTIONS 

•  The  Finance  Division  of  the  Finance  and 
Administration  Branch  should  participate  in 
the  appointment  and  performance  review  of 
personnel  in  the  Financial  Unit  in  the  Man- 
agement Controls  Division  of  the  Operations 
Branch  and  of  the  Administrative  Officers 
performing  a  financial  management  or  con- 
trol function  in  other  Head  Office  Branches. 

•  The  Financial  Unit  in  the  Management  Con- 
trols Division  of  the  Operations  Branch 
should  similarly  participate  with  respect  to 
personnel  at  the  District  Offices  and  Data 
Centre  performing  a  financial  management  or 
control  function. 

TRAINING  OF  FINANCIAL  OFFICERS 

•  Greater  effort  should  be  devoted  to  the  indoc- 
trination and  on-the-job  training  of  personnel 
having  financial  responsibilities. 

QUALITY  OF  COMMUNICATION  OF 
FINANCIAL  REQUIREMENTS 

•  Existing  manuals  are  deficient  in  that  they  do 
not  refer  to  variance  reporting,  monthly  ac- 
cruals, calculation  of  projected  expenditures 
for  the  balance  of  the  fiscal  year  as  well  as 
other  areas  outlined  in  the  Treasury  Board 
Guide  on  Financial  Administration. 


DEPARTMENTAL  COMMENTS 


Agreed. 


Agreed. 


Training  —  agreed  and  already  started. 


Agreed  —  instructions  now  being  reviewed. 


ASSIGNMENT  OF  FINANCIAL 
AUTHORITY 

•  The  delegation  of  financial  signing  authorities 
does  not  distinguish  between  payment  and 
spending  authority.  The  Treasury  Board  in  its 
report  of  September  5,  1974,  recommended 
that  this  be  corrected  as  well  as  other  defi- 
ciencies in  the  present  method  of  delegating 
financial  authorities. 


Agreed  —  now  in  hand. 


EXPENDITURE  CONTROL  POLICIES  AND 
PROCEDURES 

•  The  procedures  related  to  the  processing  of 
travel  claims  would  be  accelerated  if  the  audit 
function  was  limited  to  a  test  basis  and  at  the 
same  time  greater  use  should  be  made  of  re- 
gional Department  of  Supply  and  Services 
offices  with  respect  to  the  payment  of  such 
claims. 


Agreed  —  procedures  are  now  under  review. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

ACCOUNTING  CONTROL  PROCEDURES 
RELATED  TO  FIXED  ASSETS 

•  Major  items  of  furniture  should  be  included 
on  the  computer-generated  lists  of  Fixed 
Assets. 

•  Amounts  spent  on  Fixed  Assets,  as  recorded 
in  the  departmental  accounts,  should  be  rec- 
onciled annually  with  the  current  year  dollar 
expenditures  as  shown  on  the  computer-gen- 
erated lists. 

•  Identification  tags  should  be  attached  to  all 
Fixed  Assets  items  included  on  the  computer- 
generated  lists. 

INTERNAL  AUDIT 

•  The  scope  of  the  Management  Audit  Branch 
should  be  broadened  to  include  an  audit  of 
expenditures  and  a  review  of  financial 
controls. 

PROGRAM  FORECASTS  AND  MAIN 
ESTIMATES 

•  Continuing  programs  should  be  fully  evalu- 
ated in  the  light  of  their  effectiveness  and 
efficiency  as  called  for  by  departmental  in- 
structions, having  in  mind: 

(a)  that  realistic  priorities  should  be  established 

between  programs  that  are  competing  for 
the  same  resources;  and 

(b)  that  such  priorities  should  be  communicated 

by  senior  management  to  responsibility 
centre  managers  when  Treasury  Board  tar- 
gets are  revised. 

•  Co-ordination  of  workload  planning,  includ- 
ing revisions,  should  be  improved  among  the 
functional  directorates  of  the  Operations 
Branch. 

•  Co-ordination  and  communication  between 
the  Planning  and  Analysis  Division  of  the 
Systems  and  Planning  Branch  and  the  Fi- 
nance Division  of  the  Finance  and  Adminis- 
tration Branch  should  be  improved  with  re- 
spect to  the  preparation  of  program  forecasts 
and  Main  Estimates  and  their  submission  to 
the  Treasury  Board. 


DEPARTMENTAL  COMMENTS 


Agreed. 
Agreed. 


Agreed. 


A  Study  has  been  performed  and  the  decision 
has  been  made  to  incorporate  a  financial  audit 
group  within  the  Management  Audit  Branch. 


Agreed 


Agreed. 


Agree  that  Program  Forecast  should  be  in  same 
organizational  entity  as  Estimates  but  since 
there  are  several  ways  to  achieve  this  we  will  be 
studying  how  best  to  do  so. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

NEGATIVE  COST  CENTRE 

•  District  Directors  and  senior  Head  Office  per- 
sonnel should  be  informed  when  a  negative 
cost  centre  has  been  created  and  should  be 
told  what  effect  its  creation  may  have  on  their 
respective  budgets. 

In  this  instance  the  "negative  cost  centre" 
concept  is  interpreted  to  mean  providng  the 
operating  budget  needed  in  one  area  by  creat- 
ing a  corresponding  negative  cost  centre 
which  would  be  financed  by  lapsing  funds  in 
the  second  area. 

FINANCIAL  REPORTING 

•  The  Department  of  Supply  and  Services  fi- 
nancial reporting  system  does  not  produce  the 
information  needed  to  support  explanation  of 
variances  from  budgeted  dollars  and  planned 
workloads.  In  addition,  it  does  not  produce  all 
of  the  information  required  by  the  Public  Ac- 
counts such  as  a  roll-up  of  expenditures  by 
activities.  To  correct  this  the  Department  de- 
cided to  develop  its  own  computer-based 
management  information  system  late  in  1970, 
but  this  system  is  still  not  fully  operational. 


DEPARTMENTAL  COMMENTS 


This  situation  will  not  be  allowed  to  occur  again. 


This  subject  is  under  active  consideration. 
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THE  CANADA  POST  OFFICE 


Observations  and  Recommendations  as  at  June  1975. 
Departmental  Comments  as  at  July  1975. 


OBSERVATIONS  AND 
RECOMMENDATIONS 

STAFF  TRAINING  PROGRAMS 

•  National  staff  training  programs  on  financial 
matters  should  be  developed  aimed  at  achiev- 
ing and  maintaining  technical  expertise 
within  the  financial  and  administrative  func- 
tion and  at  ensuring  an  adequate  level  of 
training  for  non-financial  personnel. 

FINANCIAL  MANUALS 

•  A  central  library  and  control  for  all  financial 
manuals  should  be  established. 


PAYROLL 

•  Departmental  control  over  payroll  input  doc- 
uments and  cheque  distribution  should  be 
strengthened.  Internal  controls  over  input  sys- 
tem should  be  adhered  to  on  a  national  basis 
and  suitable  controls  should  be  established  in 
the  distribution  of  payroll  cheques. 

Proper  accounting  controls  and  procedures  on 
the  imprest  payroll  accounts  should  be  estab- 
lished and  these  accounts  should  be  main- 
tained on  a  true  imprest  basis. 

ACCOUNT  VERIFICATION  AND 
PAYMENT  REQUISITION 

•  National  Headquarters  procedures  for  pay- 
ment requisitioning  do  not  always  comply 
with  Treasury  Board  Guidelines. 

—  There  are  instances  where  payments  are 
requisitioned  without  spending  approval 
authority. 

—  There  is  delegation  of  payment  authority 
below  the  FI-2  level. 


DEPARTMENTAL  COMMENTS 


A  program  began  in  1974  to  plan  and  to  de- 
velop training  programs  for  financial  and  non- 
financial  personnel. 


A  project  is  under  way  to  consolidate  and  con- 
trol on  a  national  basis  all  functional  directives 
and  manuals. 


A  planned  revision  of  the  total  payroll  proce- 
dures began  in  1974. 


The  existing  accounting  controls  and  procedures 
on  imprest  payroll  accounts  are  under  review. 


Action    has    been    taken    to    eliminate    these 
exceptions. 

Classification  action  will  be  sought  again. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

REVENUE  POLICY 

•  The  Post  Office  should  continue  to  assess  ser-  Agreed, 
vices  to  the  public  and  in  addition  should 
annually  submit  recommendations  for  a  con- 
tinuation of  existing  revenue  or  subsidy  poli- 
cies or  for  increases  that  may  be  required  in 
rates  charged  to  compensate  for  increases  in 
cost  of  services. 

PROGRAM  FORECASTS  AND  MAIN 
ESTIMATES  PROCEDURES 

•  The  relationship  between  operational  plans 
and  related  costs  is  not  clearly  identified.  The 
approved  corporate  planning  cycle  should  be 
fully  implemented  with  more  specific  integra- 
tion of  business  plans  and  financial  planning. 
The  planning  section  of  the  Financial  Man- 
agement Manual  should  be  updated. 

FINANCIAL  EVALUATION 

•  As  a  matter  of  departmental  policy,  any  pro- 
posals which  have  a  significant  effect  on  rev- 
enues, expenses  and  capital  expenditures  are 
subject  to  financial  evaluation  and  post-audit 
procedures.  Instruction  manuals  should  be 
completed  to  contribute  to  the  activity  re- 
quired to  ensure  that  these  procedures  are 
followed. 

MANAGEMENT  INFORMATION 
SYSTEMS 

•  Comprehensive  management  information  sys- 
tems are  being  developed.  Mail  volume  mea- 
surement systems  and  labour  distribution  in-       two  cities, 
formation  requirements  and  methods  should 

be  given  precedence  in  this  activity  and  all 
systems  should  be  fully  developed  and  imple- 
mented successfully  on  a  pilot  project  basis 
followed  by  location-by-location  implementa- 
tion elsewhere. 

Information  needs  and  system  requirements  Agreed, 
should  be  fully  identified  and  co-ordinated 
with  the  acquisition  of  EDP  equipment.  The 
status  of  the  MIS  plan,  costs,  available  man- 
power and  acceptable  time  frames  should  be 
the  subject  of  a  continuous  review  by  the  Dep- 
uty Postmaster  General  and  his  Advisory 
Committee. 


DEPARTMENTAL  COMMENTS 


A  new  financial  planning  system  is  being  intro- 
duced in  three  phases  of  which  the  second  phase 
will  be  adopted  during  1975.  On  completion  of 
Phase  II  the  refined  system  will  be  incorporated 
into  a  new  budgeting  chapter  of  the  Financial 
Management  Manual. 


New  instructions  on  evaluations  of  building  ac- 
commodation proposals  have  been  issued  re- 
cently. Revised  instructions  relating  to  all  other 
evaluations  will  follow. 


Both  requirements  have  a  high  priority  and  are 
presently  being  developed  as  a  pilot  project  in 
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OBSERVATIONS  AND  DEPARTMENTAL  COMMENTS 

RECOMMENDATIONS 

FINANCIAL  REPORTING 

•   Financial  reports  include  comparison  of  ac-  Improvements  in  variance  analysis  reporting 

tual  and  budgeted  figures  but  consideration  procedures  will  be  related  largely  to  develop- 

should  be  given  to  improvements  in  present  ments  in  mail  volume  measurement  systems  and 

variance  analysis  reporting  procedures.  in  labour  distribution  information. 
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PUBLIC  SERVICE  COMMISSION 


Observations  and  Recommendations  as  at  June  1975. 
Commission's  Comments  as  at  August  1975. 


OBSERVATIONS  AND 
RECOMMENDATIONS 

FINANCIAL  MANAGEMENT  RESOURCES 

•  The  combination  of  the  dramatic  growth  of 
the  operations  side  of  the  Commission,  the 
relatively  limited  growth  in  the  number  and 
qualifications  of  financial  staff  and  the  in- 
creasingly complex  nature  of  the  financial 
function  within  government  has  resulted  in  a 
financial  function  within  the  Commission 
which  is  not  as  strong  as  is  warranted. 

•  The  Commission  should  ensure  that  enough 
competent  financial  staff  is  available  to  over- 
come the  deficiencies  that  exist  in  the  present 
system  of  financial  management  and  control, 
as  outlined  in  this  report. 


The  official  title  of  the  division  responsible  for 
the  financial  function  is  "Finance  and  Ad- 
ministration Services  Division".  However, 
virtually  all  documents  and  discussions  refer 
to  the  "Administration  Division",  thereby 
detracting  from  the  overall  prime  importance 
of  the  financial  function. 

The  full  title  of  the  Finance  and  Administra- 
tion Services  Division  should  be  emphasized. 
The  Commission  should  create  the  position  of 
Director-General,  Finance  and  Administra- 
tion Services,  to  be  filled  by  an  individual 
with  appropriate  financial  management  capa- 
bilities. A  second  newly-created  position,  Di- 
rector of  Finance,  should  be  filled  by  an  expe- 
rienced professionally  qualified  accountant. 


TRAINING  AND  DEVELOPMENT 

•  Financial  training  is  provided  to  clerical  sup- 
port staff  in  the  branches  and  divisions  on  a 
group  basis.  However,  the  financial  training 
needs  of  each  individual  are  not  monitored  by 
senior  financial  personnel. 


COMMISSION'S  COMMENTS 


The  financial  function  within  the  Commission  is 
under  active  review  and  will  lead  to  some  orga- 
nizational changes.  One  positive  step  has  been 
the  creation  of  the  position  of  Executive  Direc- 
tor, whose  major  responsibility  is  to  chair  the 
newly-established  Budget  Committee  and  to 
maintain  a  continuous  overview  of  the  financial 
management  of  the  Commission. 


This  recommendation  will  be  implemented  dur- 
ing 1975-76. 

The  financial  function  within  the  Commission  is 
under  active  review  and  will  lead  to  some  orga- 
nizational changes.  One  positive  step  has  been 
the  creation  of  the  position  of  Executive  Direc- 
tor, whose  major  responsibility  is  to  chair  the 
newly-established  Budget  Committee  and  to 
maintain  a  continuous  overview  of  the  financial 
management  of  the  Commission. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

Financial  Management  Advisers  should  en- 
sure that  adequate  training  is  provided  to 
financial  support  staff"  within  the  branches  and 
divisions. 

•  Financial  Management  Advisers  should  pro- 
vide input  to  the  performance  reviews  of  staff 
performing  financial  functions  within  the 
branches  and  divisions. 

DESIGNATION  OF  RESPONSIBILITY 
CENTRES 

•  Many  of  the  responsibility  centres  identified 
in  the  Procedures  Manual  are  actually  cost 
centres  in  that  they  do  not  control  their  own 
budgets. 

The  financial  coding  structure  should  be  re- 
vised to  differentiate  between  cost  centres  and 
responsibility  centres. 

•  In  recent  years  the  number  of  actual  responsi- 
bility centres  within  the  Commission  has  in- 
creased significantly.  An  excessive  degree  of 
delegation  of  budgetary  responsibility  tends  to 
restrict  financial  flexibility  unduly  without 
offering  any  real  offsetting  benefits. 

A  policy  should  be  implemented  within  the 
Commission  to  govern  the  extent  to  which 
budgetary  responsibility  can  be  delegated. 


COMMISSION'S  COMMENTS 

This  recommendation  will  be  implemented  dur- 
ing 1975-76. 


This  recommendation  will  be  implemented  in 
future  performance  reviews. 


This  recommendation  will  be  implemented  con- 
current with  the  commencement  of  the  1976-77 
fiscal  year. 


Policy  will  be  determined  and  implemented, 
concurrent  with  the  commencement  of  the  1976- 
77  fiscal  year,  following  which  the  number  of 
responsibility  centres  and  the  extent  of  delegated 
authority  will  be  reviewed. 


COMMUNICATION  OF  FINANCIAL 
POLICIES 

•  The  Commission  should  prepare  a  compre- 
hensive departmental  Financial  Manual  as 
soon  as  possible. 

•  A  numbering  system  should  be  introduced  to 
control  and  to  facilitate  reference  to  commu- 
nications of  financial  guidance,  explanations 
and  instructions  from  the  Finance  and  Ad- 
ministration Services  Division  to  the  various 
organizational  units  within  the  Commission. 


Work  on  the  Financial  Manual  is  presently  in 
progress  and  should  be  completed  during  1975- 
76. 

This  recommendation  will  be  implemented  dur- 
ing 1975-76. 
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RECOMMENDATIONS 

SEGREGATION  OF  REVOLVING  FUND 
FINANCIAL  FUNCTION 

•  The  Financial  Management  Adviser  to  the 
Staff  Development  Branch  directs  a  staff  of 
approximately  30  which  is  responsible  for  the 
financial  control  of  both  a  large  revolving 
fund  (the  Bureau  of  Staff  Development  and 
Training  Revolving  Fund)  and  a  sizeable  part 
of  the  Commission's  appropriations,  includ- 
ing language  training.  In  addition  this  group 
is  responsible  for  maintaining  certain  of  the 
accounting  records  for  the  revolving  fund. 

The  Staff  Development  Branch  Financial 
Management  Adviser's  extensive  involvement 
in  operational  functions  detracts  from  his  crit- 
ical advisory  function  which  is  not  being  ade- 
quately carried  out  now.  A  centralization  of 
operational  responsibility  would  allow  a  con- 
centration of  related  expertise  to  ensure  effec- 
tive performance  of  operational  functions. 

Except  for  the  Financial  Management  Adviser 
and  his  direct  support  staff,  the  financial  staff 
now  seconded  to  the  Staff  Development 
Branch  should  be  transferred  to  the  Financial 
Services  Section  of  the  Financial  and  Admin- 
istration Services  Division. 

•  The  control  of  revolving  fund  and  regular 
appropriation  financial  records  by  the  same 
financial  group  could  result  in  the  allocation 
of  costs  between  such  votes  being  unduly  in- 
fluenced by  the  availability  of  funds. 

The  financial  records  of  the  Bureau  of  Staff 
Development  and  Training  Revolving  Fund 
should  be  maintained  by  a  separate  group 
within  the  Financial  Services  Section. 

ASSIGNMENT  OF  FINANCIAL 
AUTHORITIES 

•  Delegation  of  payment  authority,  under  Sec- 
tion 26  of  the  Financial  Administration  Act, 
for  the  approval  of  charges  to  appropriations 
by  journal  vouchers,  should  be  restricted  to 
senior  financial  officers. 

•  Written  policies  and  procedures  should  be 
developed,  documented  in  the  Financial  Man- 
ual and  implemented  for  the  periodic  review 
of  delegated  signing  authorities  to  ensure  that 
controls  are  adequate  and  that  specimen  sig- 
nature cards  are  always  up-to-date. 


COMMISSION'S  COMMENTS 


It  is  agreed  that  the  appropriation  and  Revolv- 
ing Fund  functions  should  be  separated  and  an 
organizational  review  is  underway. 


It  is  agreed  that  the  appropriation  and  Revolv- 
ing Fund  functions  should  be  separated  and  an 
organizational  review  is  underway. 


This  recommendation  will  be  implemented  dur- 
ing 1975-76. 


This  recommendation  will  be  implemented  dur- 
ing 1975-76. 
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RECOMMENDATIONS 

Following  the  Commission's  implementation 
of  a  report  by  the  Administration  Policy 
Branch  of  the  Treasury  Board  Secretariat, 
commitment  certificate  authority  under  the 
provisions  of  Section  25  of  the  Financial 
Administration  Act  was  delegated  in  1974  to 
the  responsibility  centre  level.  At  present  there 
are  approximately  225  organizational  entities 
identified  as  responsibility  centres  within  the 
Commission.  Payment  authority  under  Sec- 
tion 26  of  the  Act  is  currently  exercised  at  the 
Financial  Management  Adviser  level.  There  is 
a  lack  of  trained  staff  and  access  to  reliable 
financial  records  to  carry  out  the  responsibili- 
ties at  the  levels  now  assigned. 

For  purchases  made  within  the  Capital  re- 
gion, delegated  commitment  certificate  au- 
thority and  payment  authority,  under  Section 
25  and  26  of  the  Financial  Administration 
Act  respectively,  should  be  transferred  to  the 
Financial  Services  Section  of  the  Finance  and 
Administration  Services  Division. 


COMMISSION'S  COMMENTS 


This  recommendation  will  be  subject  to  further 
discussion. 


PRE-AUDIT 

•  Also  following  the  review  in  1974  by  the 
Administration  Policy  Branch  of  the  Treasury 
Board  Secretariat,  the  pre-audit  function  was 
delegated  to  the  responsibility  centre  level. 
The  responsibilities  under  Section  26  of  the 
Financial  Administration  Act  are  more  de- 
pendent for  fulfillment  on  the  performance  of 
an  adequate  pre-audit  than  those  under  Sec- 
tion 27.  In  addition,  the  present  system  does 
not  allow  for  sufficient  independence  in  the 
performance  of  the  pre-audit. 

For  purchases  made  within  the  Capital  Re- 
gion, the  responsibility  for  the  pre-audit  func- 
tion should  be  reassigned  to  the  Financial  Ser- 
vices Section  of  the  Finance  and  Administra- 
tion Services  Division. 

•  The  present  quality  control  (procedural  and 
operational  audit)  procedures  should  be  elim- 
inated and  replaced  by  test  audits  by  the  In- 
ternal Audit  group. 

•  The  performance  of  the  pre-audit  is  indicated 
by  the  initials  of  the  clerk  on  the  supplier's 
invoice.  There  is  no  indication  whether  or  not 
all  the  required  tests  have  been  performed,  or 
whether  the  tests  have  been  performed  by  a 
number  of  individuals  or  only  by  the  individ- 
ual whose  initials  appear  on  the  invoice. 


This  recommendation  will  be  subject  to  further 
discussion. 


This  recommendation  will  be  implemented  as 
soon  as  an  Internal  Audit  group  is  established  in 
the  course  of  1976-77. 
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RECOMMENDATIONS 

All  those  participating  in  the  payment  verifi- 
cation process  should  be  required  to  initial  the 
documents  concerned  as  an  acknowledgement 
of  the  responsibility  for  the  checks  performed. 

INTERNAL  ACCOUNTING  CONTROL 

•  There  are  no  written  procedures  for  the  batch- 
ing and  control  of  documents  forwarded  to 
the  Department  of  Supply  and  Services  or  to 
the  Commission's  Information  Management 
Centre  for  processing.  The  output  totals  are 
not  compared  with  input  totals  unless  a  prob- 
lem in  reconciliation  becomes  evident. 

Written  procedures  should  be  developed,  doc- 
umented in  the  Financial  Manual  and  imple- 
mented for  the  processing  and  control  of  ba- 
tches of  documentation  sent  for  entry  into  the 
Department  of  Supply  and  Services  and  inter- 
nal data  processing  systems. 

•  The  Department  of  Supply  and  Services  veri- 
fies Section  26  authority  only  and  there  is  no 
procedure  within  the  Public  Service  Commis- 
sion to  verify  the  authenticity  of  spending  and 
payment  authority  immediately  before  cheque 
requisitions  are  submitted  for  payment.  As  a 
result,  fictitious  documents  could  be  inserted 
into  the  payment  system  and  public  funds 
could  be  misappropriated. 

An  employee  independent  of  the  processing 
and  approval  of  cheque  requisitions  should 
verify  the  authenticity  of  signatures  for  both 
spending  and  payment  authority  as  a  final 
step  before  submitting  cheque  requisitions  to 
the  Department  of  Supply  and  Services  for 
processing. 

PAYROLL 

•  The  concentration  of  personnel  and  payroll 
functions  within  the  Commission's  Personnel 
Division  constitutes  a  serious  weakness  in  in- 
ternal control  which  could  lead  to  errors  and 
possible  misappropriations  of  public  funds. 

Financial  officers  should  be  responsible  for 
the  adequacy  of  internal  controls  in  the  pay- 
roll area. 

•  Payroll  cheques  are  forwarded  for  distribution 
to  the  Personnel  Division  employees  who  pro- 
vide payroll  preparation  input  to  the  Depart- 
ment of  Supply  and  Services. 


COMMISSION'S  COMMENTS 

This  recommendation  will  be  implemented  dur- 
ing 1975-76. 


This  recommendation  will  be  implemented  dur- 
ing 1975-76. 


This  recommendation  will  be  implemented  dur- 
ing 1975-76. 


This  recommendation  will  be  implemented  dur- 
ing 1975-76. 


246 


OBSERVATIONS  AND 
RECOMMENDATIONS 

Controls  should  be  implemented  within  the 
Personnel  Division  to  prohibit  access  to  pay- 
roll cheques  by  employees  providing  payroll 
preparation  input  to  the  Department  of  Sup- 
ply and  Services. 

•  Periodic  distributions  of  pay  cheques  directly 
to  employees  should  be  made  by  the  Internal 
Audit  Group. 

•  The  procedures  and  responsibilities  with  re- 
spect to  all  aspects  of  pay  preparation,  distri- 
bution and  recording  should  be  documented 
in  the  Financial  Manual. 

REGIONAL  CHEQUE  ISSUE 

•  Under  the  present  system,  following  process- 
ing for  Section  25  and  27  approvals,  docu- 
ments for  all  expenditures  incurred  at  the  re- 
gional level  must  be  forwarded  to  headquar- 
ters for  Section  26  approval  and  batching  for 
Department  of  Supply  and  Services  cheque 
issue. 

Use  should  be  made  of  local  Department  of 
Supply  and  Services  cheque  issue  facilities  as 
soon  as  the  required  financial  capability  is 
available  in  the  regional  offices  of  the 
Commission. 

REVENUES 

•  The  Bureau  of  Staff  Development  and  Train- 
ing Revolving  Fund  revenues,  representing 
virtually  all  of  the  Commission's  revenue 
from  outside  sources,  amounted  to  approx- 
imately $18,000,000  for  the  fiscal  year  ended 
March  31,  1975.  Present  practices  with  re- 
spect to  control,  recording  and  deposit  of  rev- 
enue, are  not  documented  and  are  ineffective 
from  an  internal  control  point  of  view. 

Written  policies  and  procedures  for  the  effec- 
tive control,  recording  and  deposit  of  revenue 
should  be  developed,  included  in  the  Finan- 
cial Manual  and  steps  taken  to  ensure  that  the 
procedures  are  followed. 


COMMISSION'S  COMMENTS 

This  recommendation  will  be  implemented  dur- 
ing 1975-76. 


This  recommendation  will  be  implemented  as 
soon  as  an  Internal  Audit  Group  is  established 
in  the  course  of  1976-77. 

This  recommendation  will  be  implemented  dur- 
ing 1975-76. 


Commission  management  has  approved  re- 
gional positions  to  allow  regional  cheque  issue. 
Due  to  budget  restrictions,  this  may  not  be  pos- 
sible before  April  1,  1976. 


A  detailed  study  of  the  handling  of  incoming 
mail  has  recently  been  completed.  A  detailed 
application  study  of  the  Staff  Development 
Branch  revenue  processing  function  is  in  pro- 
gress and  will  be  completed  in  1975-76. 
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REVOLVING  EUND,  ACCOUNTS 
RECEIVABLE  AND  ACCOUNTS  PAYABLE 

•  Accounts  receivable  within  the  Bureau  of  Staff 
Development  and  Training  Revolving  Fund 
relate  to  an  estimated  annual  volume  of  $18,- 
000,000  of  which  approximately  $4,000,000 
are  receivable  at  any  given  time.  This  consti- 
tutes virtually  all  of  the  Commission's  ac- 
counts receivable  from  outside  entities.  An 
accounts  receivable  control  account  is  not 
maintained  in  the  revolving  fund  general 
ledger  but  rather  month-end  receivables  bal- 
ances are  determined  by  totalling  the  subsidi- 
ary ledger. 

A  general  ledger  control  account  for  accounts 
receivable  should  be  established  in  the  revolv- 
ing fund  general  ledger  and  should  be  recon- 
ciled to  the  subsidiary  ledger  on  a  monthly 
basis. 

•  The  monthly  listing  of  accounts  receivable 
should  include  an  aging  analysis. 

•  The  division  of  responsibilities  with  respect  to 
the  accounts  receivable  function  should  pro- 
vide for  a  segregation  of  duties  for  the  opera- 
tion of  the  general  ledger  control  account,  the 
maintenance  of  the  subsidiary  ledger  and  the 
receipt  of  payments. 

•  The  up-to-date  accrual  of  revolving  fund  rev- 
enues combined  with  the  inadequate  accrual 
of  accounts  payable  causes  an  improper 
matching  of  costs  and  revenues  thereby  dis- 
torting management  reports. 

Goods  and  services  received  by  the  revolving 
fund  should  be  recorded  in  the  accounts  on 
the  accrual  basis. 

FURNITURE  AND  EQUIPMENT 
INVENTORIES 

•  Written  policies  and  procedures  covering  the 
control  of  fixed  assets  and  the  identification  of 
assets  surplus  to  requirements  should  be  es- 
tablished, incorporated  into  the  Financial 
Manual  and  steps  taken  to  ensure  that  the 
procedures  are  followed. 

•  All  fixed  assets  should  be  physically  counted, 
identified  and  recorded  in  a  fixed  asset  regis- 
ter before  the  date  of  the  scheduled  move  of 
the  Commission's  headquarters. 


COMMISSION'S  COMMENTS 


A  Bureau  of  Management  Consulting  study  cov- 
ering this  recommendation  has  been  completed 
and  will  be  implemented  in  1975-76. 


A  Bureau  of  Management  Consulting  study  cov- 
ering this  recommendation  has  been  completed 
and  will  be  implemented  in  1975-76. 
A  Bureau  of  Management  Consulting  study  cov- 
ering this  recommendation  has  been  completed 
and  will  be  implemented  in  1975-76. 


This    recommendation    will    be    implemented 
April  1,  1976. 


This  recommendation  will  be  implemented  dur- 
ing 1975-76. 


This  recommendation  has  been  implemented.  A 
physical  inventory  count  is  now  underway  and 
is  scheduled  for  completion  by  October  1,  1975. 
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COMMISSION'S  COMMENTS 


INTERNAL  AUDIT 

•  At  present  there  is  no  established  internal 
audit  function  within  the  Commission. 

The  Commission  should  establish  an  internal 
audit  function. 


EXECUTIVE  PRIORITIES 

•  While  the  Commission  has  established  an 
annual  Management  Committee  Conference 
to  discuss  and  define  the  Commission's  priori- 
ties for  the  coming  years,  communication  of 
these  priorities  to  all  organization  levels  in- 
volved in  the  budgetary  process  has  not  been 
consistent  throughout  the  Commission. 

Before  the  Management  By  Objectives  and 
Program  Forecasts  preparation,  executive  pri- 
orities for  the  coming  years,  detailed  enough 
to  provide  effective  guidance,  should  be  com- 
municated in  writing  to  each  organizational 
level  involved  in  the  budgetary  process. 

PREPARATION  OF  BUDGETARY 
SUBMISSIONS 

•  The  Commission  should  establish  and  docu- 
ment in  the  Financial  Manual  the  processes  to 
be  followed  throughout  the  Commission  in 
preparing  Program  Forecasts,  Estimates  and 
operating  budgets,  including  a  general  de- 
scription of  the  roles  of  each  of  the  levels  of 
the  Commission  organizational  hierarchy. 

•  Formalized  policies  and  procedures  should  be 
developed  concerning  the  nature  of  the  re- 
view, challenge  and  approval  of  budgetary 
submissions  to  Treasury  Board  and  their  sup- 
porting documentation. 

OPERATING  BUDGETS 

•  At  present,  the  preparation  of  the  Main  Esti- 
mates by  the  Department  serves  two  purposes: 
submissions  to  the  Treasury  Board  as  support 
for  requested  resources  and  as  the  detailed 
budgets  for  each  activity  element.  The  Main 
Estimates  are  prepared  in  a  strict  format  to 
conform  to  Treasury  Board  rules  and  thus  are 
not  necessarily  compatible  with  the  require- 
ment for  realistic  operating  budgets. 


The  establishment  of  an  internal  audit  group  has 
been  approved  by  Commission  management  but 
resource  implications  have  delayed  implementa- 
tion until  the  1976-77  fiscal  year. 


This  approach  was  used  last  year  and  will  be 
further  developed  for  the  preparation  of  1977- 
78  Program  Forecast. 


This  recommendation  will  be  implemented  in 
1975-76. 


This  recommendation  will  be  implemented  in 
1975-76. 
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Operating  budgets  should  be  prepared  as  close 
as  possible  to  the  start  of  the  applicable  year 
so  that  they  can  be  based  on  realistic  estimates 
of  expenditures. 

•  Operating  budgets,  except  for  those  within  the 
Finance  and  Administration  Services  Di- 
vision, are  not  broken  down  into  monthly 
budgets.  As  a  result  meaningful  variance  anal- 
ysis is  not  possible  and  managers  are  not  pro- 
vided with  benchmarks  against  which  to  com- 
pare actual  results. 

Operating  budgets  should  be  sub-divided  into 
monthly  budgets  and  comprehensive  monthly 
variance  analyses  should  be  prepared. 

COMMITMENT  AND  ALLOTMENT 
CONTROL 

•  Also  following  the  review  in  1974  by  the 
Administration  Policy  Branch  of  the  Treasury 
Board  Secretariat,  the  responsibility  for  main- 
taining commitment  control  records  was  dele- 
gated to  the  responsibility  centre  level. 

For  responsibility  centres  within  the  Capital 
Region,  the  responsibility  for  maintaining 
commitment  control  records  should  be  trans- 
ferred to  the  Financial  Services  Section  of  the 
Finance  and  Administration  Services 
Division. 

•  The  projected  expenditure  section  of  the  Bud- 
get Expenditure  Comparison  report  simply 
constitutes  an  extrapolation  of  year-to-date 
expenditures.  The  projection  is  based  on  the 
false  premise  that  expenditures  are  distributed 
equally  over  the  12  months  of  the  operating 
year.  As  a  result  the  information  presented 
could  be  misleading  and  result  in  incorrect 
management  decisions. 

The  projected  expenditure  section  of  the  Bud- 
get Expenditure  Comparison  report  should  be 
improved  to  reflect  a  realistic,  informed  esti- 
mate of  future  expenditures. 

•  Individual  responsibility  centres  are  allowed 
to  commit  funds  in  excess  of  their  budgets 
provided  that  the  branch  or  division  as  a 
whole  stays  within  its  budgetary  limitations. 
However,  there  is  no  appropriate  control  pro- 
cedure to  ensure  that  this  overall  branch  or 
division  commitment  limitation  is  not 
exceeded. 


COMMISSION'S  COMMENTS 

Steps  have  already  been  taken  and  this  recom- 
mendation will  be  fully  implemented  in  the 
preparation  of  future  operating  budgets  begin- 
ning with  those  for  the  1976-77  fiscal  year. 


This  recommendation  will  be  implemented  in 
the  preparation  of  future  operating  budgets 
beginning  with  those  for  the  1976-77  fiscal  year. 


This  recommendation  will  be  subject  to  further 
discussion. 


This  recommendation  will  be  implemented  dur- 
ing 1975-76. 
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Written  policies  and  procedures  governing 
the  over-commitment  of  funds  by  individual 
responsibility  centres  and  the  signing  of  Sec- 
tion 25  certificates  in  over-commitment  situa- 
tions should  be  established  and  documented 
in  the  Financial  Manual  and  implemented. 

•  Monthly  expenditure  totals  of  the  Department 
of  Supply  and  Services  and  Commission  fi- 
nancial systems  should  be  reconciled  on  a 
timely  basis. 

FINANCIAL  SYSTEMS  AND  REPORTS 

•  Monthly  financial  reports  available  to  man- 
agement are  of  limited  value  since  the  infor- 
mation provided  is  not  sufficiently  complete, 
accurate  or  timely. 

The  Commission  should  proceed,  as  quickly 
as  possible,  with  the  investigation  of  ways  and 
means  of  producing  meaningful  management 
reports,  including  discussions  with  the  De- 
partment of  Supply  and  Services.  The  views  of 
individual  managers  should  be  sought  and 
their  requirements  taken  into  consideration  in 
any  decision  on  a  reporting  format. 

•  The  Information  Management  Centre  pre- 
pares monthly  financial  reports  for  manage- 
ment. However,  the  Centre  was  intended  for 
and  gives  priority  to  the  staffing  function  with 
the  result  that  the  reports  are  not  produced  on 
a  consistent  timely  basis  and  are  often  distrib- 
uted too  late  to  be  very  useful. 

Use  of  the  Information  Management  Centre 
computer  facility  for  financial  reporting  pur- 
poses should  be  reviewed.  Alternative  means 
should  be  explored,  such  as  the  Department  of 
Supply  and  Services  and  the  NCR  mini-com- 
puter currently  used  for  the  Allotment  Control 
system. 

REVOLVING  FUND  SYSTEM 

•  The  Commission's  record  of  advances  re- 
ceived by  the  revolving  fund  from  the  Consol- 
idated Revenue  Fund  should  be  reconciled  on 
a  monthly  basis  to  the  Central  Accounts  main- 
tained by  the  Department  of  Supply  and 
Services. 


COMMISSION'S  COMMENTS 

This  recommendation  will  be  implemented  dur- 
ing 1975-76. 


This  recommendation  will  be  implemented  dur- 
ing 1975-76. 


The  reporting  structures  involving  the  Depart- 
ment of  Supply  and  Services  have  been  subject 
to  several  months  negotiations.  Resolution  of 
financial  reporting  inadequacies  is  under  active 
review  and  viewed  by  Commission  management 
as  high  priority. 


A  Bureau  of  Management  Consulting  study  has 
been  completed  on  the  overall  computer  require- 
ments of  the  Commission  and  is  in  process  of 
implementation. 


This  recommendation  will  be  implemented  dur- 
ing 1975-76. 
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DEPARTMENT  OF  PUBLIC  WORKS 


Observations  and  recommendations  as  at  May  1975. 
Departmental  Comments  as  at  July  1975. 


OBSERVATIONS  AND 
RECOMMENDATIONS 

ORGANIZATION 

•  The  financial  function  should  have  active  par- 
ticipation in  the  design  of,  and  full  responsi- 
bility for  internal  control  aspects  of,  systems 
operated  by  other  functions  and  generating 
financial  data. 


STAFFING  IN  FINANCIAL  AREA 

•  Existing  financial  staff  resources  are  not  ade- 
quate to  meet  the  growing  needs  of  a  depart- 
ment as  large  and  complex  as  Public  Works. 
To  plan  for  the  development  and  recruitment 
of  the  necessary  increases  in  number  and 
quality  of  financial  staff,  a  comprehensive 
study  should  be  undertaken,  comparing  pre- 
sent and  future  requirements  with  current 
resources. 

•  Financial  officer  classifications  should  be  re- 
viewed in  light  of  job  responsibilities  com- 
pared to  those  of  similar  positions  in  other 
departments  and  renegotiated  with  the  Trea- 
sury Board  where  necessary. 

•  In  order  to  conform  to  departmental  policy,  a 
system  should  be  instituted  of  ensuring  that 
all  financial  officers  are  appraised  at  least  once 
per  annum. 

QUALITY  OF  COMMUNICATION  OF 
FINANCIAL  REQUIREMENTS 

•  The  Financial  Management  Manual  should 
be  revised  using  the  Treasury  Board  Guide  on 
Financial  Administration  as  a  base.  All  sys- 
tems generating  financial  data  should  be  fully 
documented  using  a  combination  of  flow- 
chart and  narrative  techniques. 


DEPARTMENTAL  COMMENTS 


Effective  steps  have  been  taken  to  ensure  that  all 
systems  generating  financial  data  will  be  studied 
by  the  financial  organization  to  provide  for 
proper  internal  control  and  integration  with 
other  financial  systems  within  the  context  of 
other  managerial  requirements. 


At  present,  highly  qualified  and  capable  person- 
nel staff  the  financial  area;  however,  a  study  will 
be  initiated  to  examine  the  numerical  require- 
ments with  particular  attention  to  the  qualifica- 
tions and  experience  needed. 


Senior  financial  officers  of  the  Department  have 
already  participated  in  a  review  of  the  classifi- 
cation standard.  Future  input  to  such  studies  will 
continue  as  this  area  is  of  prime  concern  to  de- 
partmental officials. 

Agreed.  Steps  will  be  taken  on  a  departmental 
basis  within  the  financial  function  to  ensure  that 
the  appraisal  system  is  followed. 


The  development  of  an  effective  financial  man- 
ual is  now  under  way;  however,  a  further  review 
will  be  made  taking  into  account  the  flow-chart 
and  narrative  techniques  suggested. 
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RECOMMENDATIONS 

EXPENDITURE  CONTROL  POLICIES  AND 
PROCEDURES 

•  Quarterly  reports  should  be  submitted  to 
Headquarters  explaining  all  discretionary  ex- 
ceptions to  the  departmental  requirement  to 
put  leases  to  tender. 

•  Pay  cheques  should  be  retained  by  a  senior 
financial  officer  divorced  from  pay  accounting 
until  they  are  given  to  the  responsibility  cen- 
tre managers  for  distribution. 

•  Man-year  utilization  records  should  be  recon- 
ciled monthly  to  pay  lists,  in  regions  not  cur- 
rently carrying  out  this  procedure. 

CONTROL  OF  REVENUES  INCLUDING 
ACCOUNTS  RECEIVABLE 

•  Systems  of  internal  control  over  revenues 
should  be  the  subject  of  an  in-depth  review  to 
ensure  that  revenues  are  properly  controlled. 


•  The  Department  should  eliminate  the  subsidi- 
zation of  reimbursing  agencies  in  the  pro- 
vision of  Northern  Housing. 

•  The  Department,  under  current  Treasury 
Board  housing  regulations,  is  obliged  to  subsi- 
dize all  other  user  programs.  The  full  costs  of 
providing  such  housing  should  be  transferred 
to  the  departments  concerned. 

LAND,  BUILDINGS  AND  LEASEHOLD 
IMPROVEMENTS 

•  A  co-ordinated  effort  should  be  made  to  com- 
plete the  Central  Real  Property  Inventory, 
enabling  it  to  become  a  record  more  useful  to 
all  government  departments  and  agencies. 

•  Arrangements  should  be  made  with  the  De- 
partment of  Supply  and  Services  to  establish  a 
system  to  ensure  that  additions  to  federal  real 
property  agencies  are  reported  to  the  Depart- 
ment for  updating  the  Central  Real  Property 
Inventory. 

•  The  Department  should: 

(i)  review  its  current  and  proposed  real  prop- 
erty inventory  systems  to  rationalize  and  to 
co-ordinate  them;  and  then 


DEPARTMENTAL  COMMENTS 


A  procedure  will  be  implemented  to  effectively 
monitor  the  use  of  regional  discretion. 


This    suggestion    is    accepted    and    is    being 
implemented. 


This   is   a    required    departmental    procedure 
which  will  be  enforced  more  stringently. 


The  Financial  Management  System  and  ac- 
counts receivable  procedures  implemented  on 
April  1,  1975,  should  greatly  improve  internal 
control  over  revenues  and  this  will  be  carefully 
monitored  over  the  next  twelve  months. 
In  renegotiating  rates,  the  suggestion  will  be 
followed. 

Discussions  with  Treasury  Board  on  this  subject 
are  continuing  along  the  lines  of  the 
observation. 


The  Department  concurs. 


This  suggestion  has  merit  and  will  be  reviewed 
with  the  appropriate  agencies. 


The  need  for  such  measures  has,  in  part,  been 
recognized  within  the  Financial  Management 
System  and  steps  will  be  taken  to  ensure  ratio- 
nalization and  continuing  co-ordination  of  these 
systems. 
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(ii)  reconcile  the  remaining  systems  and  intro- 
duce financial  or  quantity  controls  to  ensure 
that  these  systems  remain  parallel  in  future. 

•  The  costs  to  be  capitalized  in  the  Financial 
Management  System,  for  assets  acquired  after 
April  1,  1975,  should  include  all  direct  costs 
and  applicable  indirect  costs. 

LONG-TERM  RECEIVABLES 

•  The  status  of  all  loans  and  advances  should  be 
established,  and  they  should  be  recorded 
within  the  Financial  Management  System. 
Future  reports  on  receivables  should  include 
all  loans,  whether  current  or  not,  and  should 
comment  on  their  status. 

TRUST  ACCOUNTS 

•  The  system  governing  contractors'  holdbacks 
should  be  revised  to  provide  for  more  regular 
reconciliation  and  reporting,  highlighting  old 
and  unusual  items. 

INTERNAL  AUDIT 

•  The  departmental  audit  committee  should  es- 
tablish the  specific  goals  and  objectives  of  the 
Internal  Audit  Division  and  take  a  more  ac- 
tive part  in  directing  its  activities. 

•  Immediate  steps  should  be  taken  to  upgrade 
the  professional  capability  of  the  Internal 
Audit  function. 

•  Rather  than  report  to  the  Director  of  Finance, 
Internal  Audit  should  report  to  a  member  of 
senior  management  who  is  more  divorced 
from  financial  operations. 

•  The  audit  approach  should  emphasize  evalua- 
tion of  systems  of  financial  management  and 
control  and  recommendations  for 
improvements. 

•  Audit  reports  should  highlight  recommenda- 
tions and  contain  a  management  summary. 

•  Internal  Audit  should  prepare  an  annual  re- 
port for  distribution  to  members  of  the  Man- 
agement Committee. 

CLASSIFICATION  OF  ACCOUNTS 

•  The  Department  should  open  negotiations 
with  the  Treasury  Board  for  a  program  /activ- 
ity structure  more  relevant  to  its  operations. 


DEPARTMENTAL  COMMENTS 


The  system  implemented  from  April   1,   1975 
provides  for  the  inclusion  of  all  such  costs. 


The  accounts  receivable  procedures  in  the  Fi- 
nancial Management  System  now  provide  for 
these  recommendations. 


The  system  will  be  revised  accordingly. 


This  will  be  done. 


This  is  agreed  to  and  all  avenues  will  be  ex- 
plored including  the  revision  of  position  classi- 
fications and  the  rotation  of  management  staff 
through  the  function. 

The  function  of  Internal  Audit  will  be  separated 
from  immediate  and  direct  association  with  the 
Director  of  Finance. 

The  need  is  recognized  and  steps  have  been 
taken  to  emphasize  systems  audits. 


Future    reports    will    take    account    of    this 

recommendation. 

The  Department  welcomes  this  recommendation 

and  will  produce  such  a  report. 


Discussions  have  already  taken  place  and  will 
continue. 
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PROGRAM  FORECASTS 

•  The  Executive  Committee  should  develop  and 
issue  annual  formal  policy  guidelines  to  aid 
regional  management  in  preparing  Program 
Forecast  submissions. 

•  In  the  longer  term,  the  Department  should 
aim  towards  more  centralized  Program  Fore- 
cast preparation  with  a  "top-down" 
emphasis. 

•  The  unit-cost  approach  to  planning  should  be 
expanded  to  cover  all  practicable  areas  of  de- 
partmental expenditures. 

•  Further  analysis  and  stratification  of  building 
types  should  be  made  to  explain  and  to  ac- 
count for  regional  disparities  in  preparing 
Program  Forecasts. 

•  The  Department  should  negotiate  with  the 
Treasury  Board  for  a  formal  liaison  function 
to  enable  it  to  have  access  to  plans  affecting 
client  departments'  space  requirements. 

MAIN  ESTIMATES 

•  Capital  project  cost  estimates,  as  disclosed  in 
the  Estimates,  should  be  annotated  to  differ- 
entiate between  those  based  on  current  value 
estimates  and  those  based  on  signed  contracts. 

•  The  Department  should  propose  to  the  re- 
sponsible central  agencies  that  the  Accommo- 
dation Program  be  credited  for  services  pro- 
vided to  other  departments,  such  credit,  and 
the  memorandum  charges  to  user  programs, 
being  updated  for  Public  Accounts  presenta- 
tion purposes. 

•  All  significant  real  property  leases  with  op- 
tions to  purchase  should  be  subject  to  disclo- 
sure requirements  similar  to  those  governing 
regular  capital  acquisitions. 

BUDGETARY  CONTROL  AND  CASH 
FORECASTING 

•  As  soon  as  the  financial  management  and  per- 
formance measurement  reporting  systems  are 
fully  operational,  a  field  study  should  be  con- 
ducted to  establish  the  degree  of  managerial 
acceptance  and  use  of  such  reports  with  a  view 
to  eliminating  all  manual  reporting  systems. 

•  The  capital  project  reporting  systems  should 
be  the  prime  vehicle  for  capital  expenditure 
forecasting  and  immediate  steps  must  be 
taken  to  ensure  that  they  regularly  generate 
realistic  reports. 


DEPARTMENTAL  COMMENTS 


This  approach  has  been  planned  for  the  next 
Program  Forecast  exercise. 


It  is  intended  to  begin  a  "top-down"  approach 
in  the  fall  of  1975. 


This  is  definitely  the  Department's  intention 
and  the  approach  will  be  extended  to  the  other 
areas  as  soon  as  background  data  is  available. 
The  Department  is  moving  gradually  to  product 
line  identification  and  output  coding  structures 
which  will  provide  such  distinction. 

Efforts  along  these  lines  are  continuing. 


This  will  be  done  commencing  with  the  1976-77 
Estimates  submission. 


This   will   be  discussed   with   the   responsible 
agencies. 


This  will  necessitate  changes  to  Treasury  Board 
requirements  affecting  other  departments  and 
agencies  and  will  be  discussed  with  the  Treasury 
Board  Secretariat. 


Such  a  review  is  scheduled  for  late  1975-76. 


The  Department  agrees  and  steps  are  being 
taken  to  ensure  the  reliability  of  these  reports  in 
future. 
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FINANCIAL  REPORTING 

•  To  eliminate  duplication  in  processing,  ar- 
rangements should  be  made  for  the  Depart- 
ment of  Supply  and  Services  to  accept,  for 
their  requirements,  departmental  data  as  pre- 
pared for  the  Financial  Management  System. 

•  Control  procedures  in  clearing  Financial 
Management  System  edit  reports  should  be 
properly  documented. 

•  The  financial  content  of  the  annual  report 
should  be  expanded  with  the  objective  of  pro- 
ducing comprehensive  financial  information 
about  the  activities  and  operations  of  the 
Department. 


DEPARTMENTAL  COMMENTS 


Discussions  with  the  Department  of  Supply  and 
Services  have  been  taking  place  for  some  time 
and  will  continue. 


Documentation  of  procedures  is  now  complete. 


The  current  financial  presentation  in  the  annual 
report  will  be  revised  in  line  with  this 
recommendation. 
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ROYAL  CANADIAN  MOUNTED  POLICE 


Observations  and  Recommendations  as  at  June  1975. 
Departmental  Comments  as  at  August  1975. 


OBSERVATIONS  AND 
RECOMMENDATIONS 

ORGANIZATION  OF  THE  FINANCIAL 
FUNCTION 

•  The  Force  emphasizes  direct  reporting  rela- 
tionships in  its  operations.  Although  a  degree 
of  functional  control  is  evident  certain  obser- 
vations indicated  that  improvements  in  this 
area  could  be  made. 

Functional  relationships  between  the  Finan- 
cial Services  and  Supply  Directorate  and  the 
Financial  Services  and  Supply  Officers  in  the 
divisions  should  be  improved  by: 


(a)  reflecting  these  relationships  adequately  in 
organization  charts  and  in  position  descrip- 
tions as  well  as  in  the  Administration  Man- 
ual of  the  Force; 

(b)  making  performance  ratings  of  individuals 
performing  financial  functions  in  the  di- 
visions available  to,  and  for  review  by  fi- 
nancial officers  at  Headquarters,  Ottawa, 
responsible  for  the  functional  control  and 
direction  of  divisional  staff;  and 

(c)  emphasizing  functional  control  and  direc- 
tion over  the  financial  aspects  of  the  Force 
to  a  greater  degree  than  at  present,  espe- 
cially where  new  entities  are  created. 


DEPARTMENTAL  COMMENTS 


Agreed.  Functional  control  of  the  Financial 
Branches  in  the  Divisions,  as  well  as  specialized 
units  requiring  financial  support  personnel,  is 
being  exercised  by  the  Director,  Services  and 
Supply,  through  the  formulation  and  interpreta- 
tion of  financial  policy  on  a  standardized  basis 
across  the  Force.  This  includes  the  necessary 
monitoring  and  follow-up  action  to  ensure  that 
financial  responsibilities  are  being  carried  out 
properly.  Action  has  already  been  taken  to  de- 
fine more  clearly  this  functional  relationship  in 
the  Administration  Manual.  A  program  to  up- 
date organization  charts  and  position  descrip- 
tions to  reflect  this  functional  relationship  will 
be  initiated. 


Performance  ratings  are  reviewed  by  the  Direc- 
tor, Services  and  Supply,  at  such  times  as  selec- 
tion or  upgrading  proceedings  are  required; 
however,  the  adoption  of  a  system  for  the  reg- 
ular referral  of  such  ratings  will  be  examined. 
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DEPARTMENTAL  COMMENTS 


STAFFING  OF  THE  FINANCIAL 
FUNCTION 

•  The  Force  has  maintained  an  adequate  staff 
level  in  the  financial  function.  Although  some 
key  financial  positions  are  filled  by  public  ser- 
vants most  are  staffed  with  Force  members. 

Consideration  should  be  given  to  developing 
adequate  opportunities  for  advancement  and 
improved  career  paths  for  public  service  em- 
ployees with  financial  responsibilities  in  order 
to  attract  and  retain  desirable  staff. 


•  Adequate  formal  financial  training  and  devel- 
opment within  the  Force  is  concentrated  at 
the  Ottawa  Headquarters  level  whereas  di- 
visions employ  on-the-job  training  as  the 
medium  for  educating  their  personnel. 

Formal  financial  training  and  development 
courses  should  be  developed  by  the  Training 
Branch  of  the  Organization  and  Personnel 
Directorate  in  collaboration  with  the  Finan- 
cial Services  and  Supply  Directorate  for  use 
on  a  regular  basis  at  the  divisional  level. 

•  Position  descriptions  are  not  updated  on  a 
regular  basis  and  are  not  formulated  in  a 
manner  which  appropriately  reflects  financial 
responsibilities  and  duties  and  functional  rela- 
tionships in  definitive  terms. 

Position  descriptions  should  be  revised  to  re- 
flect adequately  and  clearly  the  duties,  respon- 
sibilities and  functional  relationships  of  per- 
sons performing  financial  functions.  Once  re- 
vised, they  should  be  reviewed  on  a  regular 
basis. 

COMMUNICATION  OF  FINANCIAL 
REQUIREMENTS 

•  The  financial  management  and  control  sys- 
tems and  procedures  now  in  use  are  not,  in  all 
respects,  adequately  documented  in  the  Ad- 
ministration Manual. 


A  realignment  of  responsibilities  during  the  past 
year  has  recognized  the  contribution  of  several 
valued  employees  through  a  significantly  im- 
proved classification  level.  The  Force  is  keenly 
aware  of  the  need  to  attract  and  retain  capable 
staff  and  will  continue  to  give  emphasis  to  devel- 
oping improved  career  paths  for  public  service 
employees. 


Agreed.  Training  Branch  has  already  been  re- 
quested to  assist  in  developing  training  suitable 
for  use  at  the  Divisional  level. 


Agreed.  A  system  for  reviewing  position  de- 
scriptions on  a  regular  basis  is  to  be  developed 
in  conjunction  with  the  identification  of  func- 
tional relationships. 
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DEPARTMENTAL  COMMENTS 


The  Force  should  ensure  that  the  financial 
content  of  its  Administration  Manual  is  com- 
plete and  comprehensive. 


EXPENDITURE  AND  REVENUE  CONTROL 
POLICIES  AND  PROCEDURES 

•  The  Force  has  an  intense  awareness  of  good 
financial  management  and  control  which  has 
resulted  in  a  continuous  updating  of  financial 
systems  and  procedures  to  meet  changing  re- 
quirements. Additional  improvements  in  the 
control  of  expenditures  and  revenue  could  be 
attained  in  respect  to  the  existing  internal 
check,  increased  use  of  standardized  and  pre- 
numbered  documents,  verification  of  manage- 
ment information  reports  and  the  manner  in 
which  certain  subsidiary  revenue  records  are 
maintained. 

The  Force  should,  at  the  time  of  preparing  its 
revisions  to  the  financial  section  of  the  Ad- 
ministration Manual,  ensure  adequate  and 
appropriate  amendments  in  its  expenditure 
and  revenue  accounting  systems  and  proce- 
dures to  provide  completeness,  authority  and 
accuracy  of  financial  data  from  initiation 
through  processing  and  reporting. 

SUPPLIES  AND  CAPITAL  EQUIPMENT 

•  The  Force  should  document  and  circulate  suit- 
able inventory  procedures  including  instruc- 
tions on  purchase  and  issue  cut-off,  obsoles- 
cence and  the  manner  of  counting  and  recon- 
ciling physical  stock. 


The  Administration  Manual  is  basically  for  use 
by  all  field  personnel  and  is  not  intended  to  re- 
flect the  detailed  systems  and  procedures  fol- 
lowed only  by  the  financial  units.  The  need  for  a 
comprehensive  financial  policy  and  Procedures 
Manual  for  use  by  financial  personnel  has  been 
recognized  for  some  time  as  a  requirement  and 
work  is  now  under  way  to  ensure  that  such  a 
Manual  is  provided. 


The  development  of  the  new  Financial  Policy 
and  Procedures  Manual  is  proceeding  with  a 
view  to  evaluating  and  documenting  all  expend- 
iture and  revenue  control  systems  utilized  in  the 
Force. 


The  inventory  records  and  stock  procedures 
maintained  in  the  Force  provide  a  high  level  of 
control  and  no  significant  losses  have  been  en- 
countered. However,  instructions  contained  on 
various  Departmental  Forms  do  permit  various 
approaches  to  maintaining  inventory  records 
and  reconciling  these  records  to  the  physical 
count.  A  more  definite  procedure  will  be  devel- 
oped as  part  of  the  Financial  Policy  and  Proce- 
dures Manual. 
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WORKING  CAPITAL  ADVANCES 

•  In  some  divisions  the  Administration  and 
Personnel  staff  attend  to  the  daily  manage- 
ment of  the  mess  whereas  the  Financial  Ser- 
vices and  Supply  staff  are  responsible  for  the 
approval  of  mess  expenditures  and  the  depos- 
iting of  mess  funds. 

The  Force  should  consider  the  realignment  of 
authority  and  responsibilities  between  the 
branches  involved  in  the  divisional  mess  oper- 
ations so  as  to  permit  a  more  effective  finan- 
cial control  in  this  area. 


DEPARTMENTAL  COMMENTS 


Effective  April  1,  1975,  the  Cloth  Working 
Capital  Advance  was  extended  to  cover  all 
completed  articles  of  Clothing  and  Kit  stocked 
by  the  Force. 

The  Force  should  ensure  that  the  initial  in- 
ventory of  the  Clothing  and  Kit  is  accurately 
determined,  encompasses  the  stock  main- 
tained at  "Depot"  Division,  Regina,  and  ap- 
propriate documentation  of  and  adherence  to, 
an  adequate  costing  policy  and  supporting 
cost  system. 


INTERNAL  AUDIT 

•  The  Force  now  has  two  formalized  audit  units 
which  operate  independently  of  each  other, 
the  Financial  Audit  Unit  and  the  Operational 
Audit  Unit.  The  Financial  Audit  Unit  is  di- 
rected by,  and  reports  to,  the  Director  of  Ser- 
vices and  Supply.  The  Operational  Audit  Unit 
forms  part  of  the  Commissioners'  Secretariat 
and  reports  to  the  Commissioner. 


The  reporting  procedures  followed  by  the 
Messes  at  Division  level  were  originally  estab- 
lished to  ensure  proper  separation  of  responsi- 
bility at  a  time  prior  to  the  appointment  of  Fi- 
nancial Officers  in  the  Division.  This  recommen- 
dation will  now  be  examined  with  a  view  to 
placing  the  entire  operation  of  the  Messes  under 
one  responsibility  centre  with  clearly  denned 
procedures,  including  the  functional  relationship 
with  Headquarters,  Ottawa. 


The  operation  of  the  Working  Capital  Advance 
with  regard  to  Clothing  and  Kit  (uniforms)  is 
still  in  the  development  stage  and  will  include 
introduction  of  computerized  inventory  control 
later  in  the  year.  The  system  is  being  developed 
in  close  co-operation  with  Treasury  Board  Staff. 
The  need  for  accuracy  in  identifying  initial  in- 
ventory, together  with  the  adherence  to  an  ade- 
quate costing  policy,  is  well  recognized.  The  es- 
tablishment of  an  imprest  inventory  system  to 
control  the  stock  maintained  at  the  "Depot" 
Division  Store  is  being  examined  as  an  alterna- 
tive to  including  that  stock  as  part  of  the  Work- 
ing Capital  Advance.  The  Departmental  target 
for  the  full  implementation  of  the  system  is 
April  1,  1976. 
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DEPARTMENTAL  COMMENTS 


An  audit  committee  should  be  established  to 
be  responsible  for  the  direction  and  super- 
vision of  all  internal  auditing  within  the  Force 
as  well  as  the  review  of  audit  findings. 

The  Force  should  amalgamate  the  Financial 
Audit  Unit  and  the  Operational  Audit  Unit 
into  one  audit  section  directed  by,  and  report- 
ing to,  the  audit  committee. 


Inadequate  emphasis  has  been  placed  on  eval- 
uation of  internal  control  systems  and  proce- 
dures before  determining  the  extent  of  audits. 
The  audit  Responsibilities  of  the  Financial 
Audit  Unit  do  not  encompass  all  financial  ar- 
eas of  the  Force,  such  as  payroll. 

Audit  responsibilities  and  procedures  should 
be  appropriately  expanded,  revised  and  docu- 
mented to  encompass  all  facets  of  revenue  and 
expenditures. 


BUDGETARY  CONTROL 

•  The  Force  has  planned  for  the  establishment 
of  Planning  Units  in  the  divisions.  Although 
some  divisions  have  set  up  Planning  Units  the 
Divisional  Planning  Officers  do  not  appear  to 
have  received  appropriate  training,  guidance 
and  assistance  from  the  Planning  Branch  in 
Ottawa  to  enable  them  to  contribute  effec- 
tively to  the  management  of  the  divisions. 

The  Force  should  give  greater  impetus  to  the 
formation  of  an  appropriate  long-term  plan- 
ning capability  at  the  divisional  level  with 
adequate  and  properly  trained  staff. 


Agreed.  The  benefits  of  an  Audit  Committee  are 
recognized  and  action  will  be  initiated  immedi- 
ately to  determine  the  membership  and  terms  of 
reference  for  such  a  Committee. 

The  present  Operational  Audit  Unit  was  formed 
in  1974  to  replace  an  Inspection  Team  which 
dealt  primarily  with  policing  matters.  The  Fi- 
nancial Audit  Unit  was  established  to  meet  the 
post  audit  responsibilities  delegated  to  the  De- 
partment as  a  result  of  Financial  Administration 
Act  amendments  in  1969.  Amalgamation  of  the 
two  units  appears  to  be  a  reasonable  course  of 
action  and  this  recommendation  will  be  made 
subject  of  a  study  with  particular  emphasis  on 
the  feasibility  of  having  the  Financial  Audit 
Unit  report  through  the  Officer  i/c  Operational 
Audit  Unit  to  the  Audit  Committee. 


Financial  audit  procedures  to  meet  the  Force's 
particular  needs  have  been  partially  developed. 
Completion  is  planned  prior  to  the  end  of  the 
1975-76  fiscal  year  and  will  form  part  of  the 
new  Financial  Policy  and  Procedures  Manual. 


Long-term  planning  at  the  Headquarters,  Ot- 
tawa level  has  long  been  emphasized  as  the  key 
to  effective  budgetary  control.  The  recent  ap- 
pointment of  a  new  Planning  Officer  at  Head- 
quarters, together  with  the  phasing-in  of  Plan- 
ning Units  in  all  Divisions,  will  facilitate  an 
improved  approach  to  long-range  planning  on  a 
more  decentralized  basis. 
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For  some  time  the  Force  has  recognized  the 
need  for,  and  problems  inherent  in,  the  long- 
term  planning  aspect  of  budgetary  control. 
Emphasis  on  certain  facets  of  long-term  plan- 
ning would  effect  further  improvement  in  this 
area. 

The  long-term  plans  of  the  Force  are  revised 
annually  and  reflected  in  its  Policy,  Objectives 
and  Goals  publication.  The  present  format  of 
the  publication  does  not  lend  itself  to  integra- 
tion with  the  Program  Forecast  submission  or 
effective  monitoring  and  assessment  of 
achievement  and  utilization  of  resources.  The 
role  and  responsibility  of  staff  assigned  the 
task  of  reviewing  continuing  programs  and 
projects  for  cost-benefit  effectiveness  and  pri- 
ority does  not  appear  to  be  adequately 
documented. 

The  Force's  Policy,  Objectives  and  Goals  pub- 
lication should  be  sufficiently  definitive  to  per- 
mit formal  and  visible  comparisons  with 
Main  Estimates  and  achieved  results  in  quali- 
tative and  quantitative  terms.  The  systems, 
policies  and  procedures  associated  with  the 
planning,  forecasting  and  estimating 
processes  should  be  documented  in  the  finan- 
cial section  of  the  Administration  Manual. 
An  informal  sub-committee  comprising  cer- 
tain members  of  the  Planning  Board-Budget 
Committee  has  evolved  which  makes  deci- 
sions on  financial  matters  without  appropriate 
consultation  with  members  of  the  full 
Committee. 

The  Force  should  ensure  that  any  major  plan- 
ning, resource  allocation  or  budgeting  deci- 
sions are  only  made  by  officers  with  formal 
authority  to  do  so  and  that  these  decisions  are 
communicated,  with  adequate  explanations, 
to  appropriate  financial  and  operating  execu- 
tives on  a  timely  basis. 


DEPARTMENTAL  COMMENTS 


As  part  of  the  preparation  of  the  new  Financial 
Policy  and  Procedures  Manual,  it  is  planned  to 
document  Budget  Cycle  procedures,  including  a 
more  formal  monitoring  by  Headquarters  and 
Divisional  Planning  Units  of  the  programs  in 
terms  of  achieved  results. 


The  formal  Planning  Board  approves  Policies, 
Objectives  and  Goals,  together  with  Program 
Forecast  and  Main  Estimate  plans.  A  smaller 
Committee,  composed  of  senior  management 
officers  and  chaired  by  the  Deputy  Commis- 
sioner —  Administration,  has  been  delegated 
authority  to  take  executive  action  to  achieve  the 
objectives  and  goals  within  the  broad  guidelines. 
A  procedure  is  being  initiated  to  ensure  that 
copies  of  these  decisions  are  provided  to  all 
members  of  the  formal  Planning  Board  on  a 
regular  basis. 
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Throughout  the  Force  emphasis  is  placed  on 
controlling  resources  and  budgets  in  terms  of 
man-years  and  total  money  spent.  Although 
the  Force  considers  the  level  of  operations  in 
terms  of  activities  and  progress  towards  docu- 
mented plans  and  goals  it  does  not  do  so  on 
an  extensive  basis  or  in  a  formalized  manner. 
The  Force  is  now  testing  an  Operational  Per- 
formance Measurement  System  it  hopes  will 
assist  in  controlling  resources  by  activity. 
Continuing  decentralization  of  responsibility 
and  authority  within  the  Force  requires  that 
the  divisions  improve  their  budgetary  systems 
to  help  account  for  resource  utilization  and 
achieve  stated  plans  and  goals. 

The  Force  should  initiate  an  appropriate  bud- 
getary control  system  within  each  division  to 
coincide  with  the  authority  and  responsibility 
assigned  to  the  divisions.  This  system  should 
place  greater  emphasis  on  the  use  of  activity- 
based  reports  to  monitor  and  control  the  use 
of  resources. 


Formal  divisional  budgetary  committees 
should  be  formed,  comprised  at  least  of  the 
Commanding  Officer,  the  Financial  Services 
and  Supply  Officer,  the  Administration  and 
Personnel  Officer  and  the  Planning  Officer.  It 
should  be  responsible  for  the  budgetary  con- 
trol aspect  of  the  division. 

FINANCIAL  REPORTING 

•  The  Force  has  been  assigned  a  Departmental 
Services  Officer  by  the  Department  of  Supply 
and  Services  who  is  responsible  for  the 
processing  of  financial  transactions,  the  ad- 
ministration of  the  Force  members'  pay  and 
production  of  major  financial  reports.  The 
Departmental  Services  Officer  attends  solely 
to  the  needs  of  the  Force  and  does  not  provide 
services  to  any  other  Government 
department. 

The  role,  duties,  responsibilities  and  authority 
of  the  Departmental  Services  Officer  as  they 
affect  the  Force,  as  well  as  the  functional  con- 
trol the  Force  exercises  over  the  Departmental 
Services  Officer,  should  be  appropriately 
documented. 


DEPARTMENTAL  COMMENTS 


The  present  budgetary  control  system  is  de- 
signed to  coincide  with  the  responsibility  as- 
signed to  Divisions.  The  use  of  activity  based 
reports  as  a  means  of  control  has  not  been  con- 
sidered practical  from  the  standpoint  of  the 
Force's  organizational  structure  at  the  Division 
level.  A  study  of  this  recommendation  will  be 
undertaken  with  the  objective  of  determining 
the  most  effective  budgetary  control  system. 

With  the  formation  of  Planning  Units  at  Di- 
visions it  is  planned  to  organize  the  existing 
informal  budgetary  committees  into  formal 
committees  in  accordance  with  the 
recommendation. 


Agreed.  The  Force  enjoys  a  very  satisfactory 
working  arrangement  with  the  Departmental 
Services  Officer;  however,  the  precise  role,  du- 
ties, responsibilities  and  functional  relationship 
have  not  been  documented.  Corrective  action 
will  be  initiated  in  this  regard. 
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The  Departmental  Services  Officer  services 
the  needs  of  the  Force  through  a  computer- 
ized financial  system  independent  of,  but  ap- 
propriately integrated  with,  the  systems  oper- 
ated by  the  Department  of  Supply  and  Ser- 
vices. There  is  an  indication  that  the  computer 
facilities  of  the  Departmental  Services  Officer 
may  be  inadequate  for  the  needs  of  the  Force. 

The  Force  should  ensure  that  the  computer 
facilities  of  the  Departmental  Services  Officer 
are  adequate  to  meet  the  demands  for  timely 
financial  management  information. 

The  systems  and  procedures  of  the  Depart- 
mental Services  Officer  should  be  adequately 
documented  and  circulated  to  appropriate 
staff  within  the  Force. 

The  purpose  of  financial  reports  and  the  bene- 
fit which  users  can  obtain  from  them  has  not 
been  adequately  interpreted  and  communi- 
cated throughout  the  Force  by  Ottawa 
Headquarters. 

The  Force  should  ensure  that  its  financial 
management  information  system  meets  the 
needs  of  staff  at  the  headquarters  and  di- 
visional level  and  that  adequate  consideration 
is  given  to  explaining  the  usefulness  of  each 
report. 

Additional  financial  management  informa- 
tion is  obtained  from  various  supplementary 
reporting  systems  operated  by  certain 
branches  within  the  Force  and  other  Govern- 
ment departments.  Responsibility  for  the  sys- 
tem design,  processing,  reporting  and  control 
is  assigned  to  the  applicable  user-group.  These 
supplementary  systems  are  not,  in  all  cases,  a 
natural  output  of  the  main  reporting  system. 
Thus  differences  and  inefficiencies  occur. 

The  Force  should  ensure  that  all  supplemen- 
tary financial  management  reporting  systems 
are  appropriately  documented  in  the  Admin- 
istration Manual  and  are  suitably  integrated 
with  the  main  reporting  system.  Responsibil- 
ity for  design  and  implementation  of  all  sup- 
plementary financial  management  informa- 
tion systems  should  be  assigned  to  the  Finan- 
cial Control  and  Reporting  Section  of  the  Fi- 
nancial Management  Branch. 


DEPARTMENTAL  COMMENTS 


A  study  is  now  under  way  to  determine  the  type 
of  computer  equipment  necessary  to  meet  the 
Force's  requirements.  This  study  will  include  an 
updating  of  the  financial  reports  required  as  well 
as  documentation  of  the  systems  and  procedures 
in  the  Financial  Policy  and  Procedures  Manual. 


Agreed.  Necessary  action  will  be  initiated. 
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The  Force,  through  its  Canadian  Police  Infor- 
mation Centre  Directorate  (CPIC),  operates  a 
sophisticated  computer  complex  which  deals 
primarily  with  law  enforcement  information. 
The  availability  of  computer  facilities  within 
CPIC  prompted  the  Force  to  place  some  of  its 
management  information  requirements  with 
CPIC.  This  was  done  before  completion  of  a 
study  of  the  computer  operations  of  the  De- 
partmental Services  Officer.  It  would  be  pref- 
erable not  to  use  CPIC  for  providing  financial 
management  information  due  to  the  present 
staff  level  of  this  directorate,  the  additional 
security  risks,  the  conflict  with  the  main  objec- 
tive of  CPIC,  the  future  role  of  the  Depart- 
mental Services  Officer  and  the  problems  of 
computer  system  compatibility  and 
integration. 

The  Force  should  consider  centralizing  its 
management  information  system  with  the 
Departmental  Services  Officer  to  the  extent 
practicable. 


DEPARTMENTAL  COMMENTS 


This  matter  has  been  the  subject  of  considerable 
discussion  by  the  Planning  Board.  The  Board, 
for  security  reasons,  has  favoured  using  CPIC 
facilities  for  providing  certain  management  type 
reports.  However,  the  feasibility  of  this  recom- 
mendation will  be  examined  in  conjunction  with 
the  study  to  determine  the  computer  equipment 
required  by  the  Departmental  Services  Officer. 
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DEPARTMENT  OF  THE  SOLICITOR  GENERAL 

Observations  and  Recommendations  as  at  December  1974. 
Departmental  Comments  at  at  July  2 1,  1975. 

The  study  only  covered  programs  reporting  to  the  Commissioner  of  the  Canadian  Peni- 
tentiary Service  and  the  Deputy  Solicitor  General  and  therefore  excluded  the  operating 
expenditure  of  the  following  votes: 

Vote  15:  National  Parole  Board 

Votes  20  and  25:  Royal  Canadian  Mounted  Police 


OBSERVATIONS  AND 
RECOMMENDATIONS 


DEPARTMENTAL  COMMENTS 


CANADIAN  PENITENTIARY  SERVICE 


THE  ROLE  OF  FINANCE 

•  The  senior  financial  officers  do  not  actively 
participate  as  part  of  the  senior  management 
team  at  any  of  the  three  levels  of  the  Cana- 
dian Penitentiary  Service  (headquarters,  re- 
gions and  institutions),  for  two  reasons:  first, 
management  appears  to  view  the  value  of  the 
financial  function  as  minimal;  and  second, 
financial  positions  are  not  classified  suffi- 
ciently senior  to  attract  officers  of  the  required 
level  of  competence.  Thus  the  contribution  of 
the  financial  function  does  not  meet  the  needs 
ofCPS. 


Senior  management  should  support  the  pro- 
gram initiated  to  strengthen  the  financial 
function  and  include  senior  financial  officers 
on  the  senior  management  teams  to  obtain 
their  full  contribution. 


Agreed.  The  rapid  growth  of  the  Canadian  Peni- 
tentiary Service  and  changes  in  program  em- 
phasis during  the  past  five  years  necessitated 
reorganizational  studies  in  many  program  areas. 
As  a  result  the  Deputy  Commissioner  Opera- 
tional Services  and  his  regional  counterparts 
were  designated  to  be  the  senior  officers  respon- 
sible for  several  administrative  areas  including 
financial  administration.  They  in  turn  are  ad- 
vised by  Director  of  Financial  Service  or  Re- 
gional Financial  Administrator  who  are  the  sen- 
ior financial  officers  responsible  for  implement- 
ing financial  policies  and  providing  financial 
expertise.  The  roles  of  the  senior  financial  offi- 
cers will  be  re-examined  to  ensure  that  their 
financial  administration  function  is  fully  effec- 
tive and  will  meet  the  needs  of  CPS. 
Agreed.  A  study  was  undertaken  in  1974  by  the 
Bureau  of  Management  Consulting  (BMC),  at 
our  request,  to  review  the  organization  of  the 
Financial  Services  Directorate  at  CPS  headquar- 
ters and  certain  field  positions.  Implementation 
of  the  major  recommendations  of  the  study  is 
under  way  and  is  expected  to  improve  the  fi- 
nancial management  function  significantly. 
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•  In  addition,  for  the  Director  of  Finance  to 
effectively  exercise  his  functional  responsibil- 
ity for  financial  matters  in  the  Department,  he 
should  participate  in  the  evaluation  of  all  re- 
gional financial  officers  and  other  officers  with 
financial  duties. 

ORGANIZATION  OF  FINANCIAL 
SERVICES 

•  The  present  haphazard  allocation  of  financial 
functions  identified  by  the  Bureau  of  Manage- 
ment Consultants  in  their  study  of  the  "Head- 
quarters Financial  Services"  should  be 
changed  to  conform  with  the  proposals  con- 
tained in  their  report  or  another  allocation 
approved  by  management. 

•  Training  programs  should  be  introduced  to 
help  achieve  a  uniformly  high  quality  of  per- 
formance of  financial  functions  by  the  respon- 
sible staff. 


MANUALS  AND  REFERENCE  SOURCES 

•  The  Financial  Services  Manual  and  other 
Canadian  Penitentiary  Service  financial  refer- 
ence sources  should  be  consolidated  into  a 
new  manual  which  should  be  a  practical 
working  document  that  explains  how  to  carry 
out  the  duties. 


DEPARTMENTAL  COMMENTS 

Agreed.  We  are  planning  to  implement  a  system 
similar  to  that  suggested  in  the  Guide  on  Finan- 
cial Management  whereby  the  senior  financial 
officer  will  review  performance  evaluations  of 
financial  officers  throughout  the  Service  made 
by  the  managers  to  whom  these  officers  report. 


Agreed.  The  recommendations  of  the  BMC 
study  of  the  financial  management  function 
have  been  accepted  by  CPS  and  are  currently 
being  implemented. 


Agreed.  A  limited  program  is  in  existence  for  in- 
service  and  out-service  training  of  financial  staff 
and  it  has  produced  graduates  (R.I.A.,  C.G.A.). 
With  the  provision  of  a  training  officer  this  pro- 
gram will  be  intensified  and  extended  to  both 
financial  and  other  management  areas. 


Agreed.  The  reorganized  financial  division  has 
as  one  of  its  major  priorities  the  compilation  of 
a  comprehensive  manual  of  financial  adminis- 
tration incorporating  and  consolidating  existing 
financial  policies  and  procedures. 


STAFF  TURNOVER 

•  The  Canadian  Penitentiary  Service  should 
determine  the  reasons  for  the  high  turnover  of 
certain  levels  of  staff  with  financial  responsi- 
bility and  take  remedial  action. 


Agreed.  An  organizational  review  of  the  finan- 
cial function  at  all  management  levels  by  BMC 
should  ensure  that  financial  positions  are  classi- 
fied with  respect  to  their  responsibilities.  We 
believe  that  the  resulting  classifications  will  re- 
duce staff  turnover. 


INMATE  LABOUR 

•  When  inmate  labour  is  to  be  used  to  perform 
financial  duties  this  should  be  recognized  as  a 
rehabilitation  program  and  the  necessary  re- 
sources should  be  supplied  to  provide  ade- 
quate training  and  supervision. 

PAYROLL 

•  The  following  changes  should  be  made  to  the 
payroll  system  to  improve  internal  control: 

(a)   the  control  aspects  of  the  payroll  function 
should  be  the  responsibility  of  finance; 


Agreed.  In  the  future  when  inmate  labour  is 
used  adequate  training  and  supervision  will  be 
provided. 


(a)  Agreed.  The  responsibilities  of  finance  for 
the  control  aspects  of  the  payroll  function  will  be 
recognized. 
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DEPARTMENTAL  COMMENTS 


(b)  the  payroll  system  should  be  reconciled  to 
the  financial  reporting  system; 

(c)  provision  should  be  made  to  allocate  over- 
time costs  to  the  cost  centre  requiring  the 
staff; 


(d)  to  provide  an  adequate  division  of  duties 
the  distribution  of  cheques  should  be  per- 
formed by  someone  other  than  the  manager 
approving  overtime  or  attendance; 

(e)  conditions  surrounding  payments  to  em- 
ployees on  leave  due  to  injuries  sustained 
on  duty  should  be  closely  monitored. 


OVERTIME 

•  Overtime  pay  represents  a  significant  cost  to 
the  Canadian  Penitentiary  Service.  Explana- 
tions should  be  obtained  for  significant  varia- 
tions in  the  amount  of  overtime  among  simi- 
lar institutions. 

•  If  an  employee's  total  work  week  is  to  exceed 
that  prescribed  by  the  Canada  Labour  Code 
authority  should  be  obtained  from  Treasury 
Board. 

PRE-AUDIT  AND  PURCHASING 

•  The  pre-audit  of  expenditures  is  the  responsi- 
bility of  headquarters,  however  effectively  the 
pre-audit  of  most  purchases  is  performed  by 
the  Regional  Offices.  The  responsibility  for 
the  pre-audit  of  transactions  should  be  trans- 
ferred from  Headquarters  to  the  Regional 
Offices. 

•  To  improve  Financial  Management  and  con- 
trol of  purchasing  the  following  specific 
changes  are  required: 

—  price  adjustments  should  be  approved  by 
procurement  officers  rather  than  pre-audit 
clerks; 

—  when  actual  costs  of  procurement  exceed 
the  institution's  estimate,  the  institution 
should  be  consulted  before  proceeding  with 
the  purchase; 


( b )  Agreed.  Some  aspects  of  payroll  decentrali- 
zation to  Regional  Service  Offices  have  caused 
problems  which  are  now  being  resolved. 

(c)  Agreed,  but  we  have  attempted,  without  suc- 
cess, to  allocate  overtime  costs  to  activities.  The 
current  Department  of  Supply  and  Services  pay 
system  does  not  allow  the  flexibility  to  perform 
this  operation. 

(d)  Agreed.  This  will  be  done  by  September 
1975. 


(e)  Agreed.  A  study  is  presently  being  made  of 
our  control  system  over  payments  related  to  in- 
jury-on-duty  leave.  In  the  meantime,  we  have 
advised  all  regions  that  injury-on-duty  leave 
should  be  terminated  after  a  maximum  of  120 
days. 


Agreed.  An  overtime  reporting  system  was  in- 
troduced on  January  1,  1975,  which  provides  a 
means  by  which  overtime  can  be  monitored  and 
explanations  received. 

Agreed.  The  Personnel  Division  discussed  this 
problem  with  Treasury  Board  officials  on  No- 
vember 13,  1974,  and  they  have  indicated  satis- 
faction with  the  approach  we  are  using. 


Agreed.  Decentralization  of  the  pre-audit  func- 
tion to  regional  offices  is  being  planned  and  will 
be  implemented  when  staff*  stability  has  been 
achieved  in  the  regional  offices. 


Agreed.  This  practice  will  be  adopted. 


Agreed,  however,  due  to  present  escalating 
prices,  DSS  have  issued  guidelines  to  depart- 
ments outlining  their  policy  in  this  regard  which 
we  have  accepted. 
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—  directives  should  be  issued  requiring  that 
goods  received  be  subject  to  an  inspection 
for  quality  and  that  food  and  other  mer- 
chandise purchased  in  bulk  be  weighed  on 
receipt; 

—  differences  in  the  prices  of  food  and  other 
products  purchased  by  institutions  in  the 
same  geographic  area  should  be 
investigated; 

—  the  necessary  policy  directives  and  manuals 
should  be  supplied  to  staff  including  guide- 
lines such  as  "make  versus  buy"  policies  for 
food  rations. 

DELEGATION  OF  AUTHORITY 

•  The  Financial  Administration  Act  in  Sections 
25,  26  and  27  provides  the  Department  with 
the  authority  to  commit,  spend  and  pay  funds. 
The  Canadian  Penitentiary  Service  should 
delegate  commitment  authority  as  specified  in 
Section  25  of  the  Act. 

•  Employees  responsible  for  processing  transac- 
tions should  be  provided  with  a  system  to 
identify  those  authorized  under  Sections  25, 

26  and  27.  Authorizations  should  be  reviewed 
at  least  annually  and  the  systems  should  in- 
clude specimen  signature  cards. 

•  The  authority  granted  to  specific  positions 
should  be  limited  to  dollar  amounts  commen- 
surate with  the  duties  and  responsibilities  of 
those  positions. 

•  The  Treasury  Board  policy  requiring  that  dif- 
ferent employees  sign  under  Sections  26  and 

27  for  the  same  transaction  should  be 
adopted. 


DEPARTMENTAL  COMMENTS 

Agreed.  A  directive  will  be  issued  to  ensure  that 
this  is  done  consistently.  The  directive  will  be 
incorporated  in  the  Manual. 


Agreed,  but  different  DSS  supply  outlets,  over 
which  we  have  no  control,  serve  these 
institutions. 


Agreed.  This  guidance  will  be  given. 


Agreed.  A  revised  delegation  of  authority  form 
has  been  developed,  in  consultation  with  the 
field,  for  the  Minister's  approval.  This  revised 
form  incorporates  the  requirements  of  the 
"Guide  on  Financial  Management"  and  will  be 
in  accord  with  these  recommendations.  Imple- 
mentation of  the  new  system  will  occur  this  fiscal 
year. 


ONE  SIGNATURE  REQUIRED  ON 
CHEQUE  REQUISITION 

•  In  conjunction  with  the  Department  of  Supply 
and  Services  the  procedure  for  issuing  cheque 
requisitons  should  be  modified  to  require  two 
signatures. 


Treasury  Board  prescribes  the  form  and  manner 
of  certification  required  for  payments  from  the 
Consolidated  Revenue  Fund. 
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COST  RECOVERY 

•  The  per  diem  rate  for  inmate  care,  charged  to 
the  provinces  for  provincial  inmates  transfer- 
red to  the  federal  system,  should  be  increased 
to  reflect  the  actual  cost. 

•  The  pricing  policy  of  farm  produce  should  be 
changed  to  reflect  current  market  values  and  a 
financial  system  should  be  established  to  pro- 
vide management  with  reliable  financial  in- 
formation, including  the  costs  of  the  farm 
operations. 


•  The  price  of  meals  served  to  the  public  should 
be  increased  to  recover  their  costs. 


SERVICES  RENDERED  AND  ACCOUNTS 
RECEIVABLE 

•  Systems  should  be  implemented  for  better 
control  of  the  approval  of  credit,  pricing  and 
costing  of  orders,  billing  of  shipments  and 
collection  of  accounts.  The  systems  should  be 
documented  and  the  procedures  issued  and 
explained  to  employees. 

•  Control  accounts  should  be  established  for  all 
accounts  receivable  systems  within  the  Cana- 
dian Penitentiary  Service  and  aged  listings  of 
accounts  receivable  should  be  prepared  and 
reconciled  to  control  accounts  on  a  monthly 
basis. 

WORKING  CAPITAL  ADVANCES 

•  An  inventory  control  system  should  be  imple- 
mented in  the  Regional  Stores.  A  physical 
count  should  be  made  of  all  items  and  all  obs- 
olete inventory  should  be  disposed  of.  The  lev- 
els of  inventories  and  accounts  receivable 
should  be  monitored  and  significant  fluctua- 
tions should  be  investigated. 

•  Monthly  financial  statements  of  the  working 
capital  advances  should  be  prepared  and  rec- 
onciled to  the  departmental  statements  to  en- 
sure their  accuracy. 


DEPARTMENTAL  COMMENTS 


Agreed,  but  cost  recoveries  for  provincial  in- 
mates transferred  to  the  federal  system  must 
adhere  to  the  provisions  of  the  federal-provin- 
cial agreements  negotiated  with  each  province. 
The  rates  charged  are  adjusted  annually. 
Agreed.  There  have  been  several  reviews  of  farm 
operations  in  CPS  which  suggest  that  the  pricing 
policy  is  unrealistic.  We  agree  with  this  state- 
ment. However,  further  funding  of  the  Stewards 
operations  would  be  required  to  implement  this 
recommendation. 

Present  financial  systems  employed  in  the  farm 
operations  will  be  reviewed  when  our  systems 
section  becomes  operational. 
Agreed.  We  are  reviewing  the  policy  concerning 
meals  to  visitors  and  officers.  Consultations  with 
Treasury  Board  officials,  Department  of  Na- 
tional Revenue  and  the  unions  have  taken  place 
or  are  in  the  planning  stage. 


Agreed.  The  systems  section  being  developed  in 
HQ  will  document  and  improve  our  current  pro- 
cedure for  the  program. 


Agreed.  Revenue  procedures  including  control 
accounts  for  accounts  receivable,  have  been  in 
existence  for  many  years.  Increased  emphasis 
will  be  placed  on  maintenance  of  these  systems 
and  development  of  improvements. 


Agreed.  At  present,  a  study  is  under  way  to  re- 
view the  total  operation  of  regional  stores. 


Agreed,  this  will  be  done.  Reconciliations  of  all 
working  capital  advances  are  included  annually 
in  the  Public  Accounts. 
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FIXED  ASSETS 

•  The  method  of  recording  and  controlling  fixed 
assets  and  capital  equipment  should  be  modi- 
fied to  provide  improved  control  and  visibility 
of  these  assets  in  the  financial  records.  The 
dollar  value  and  quantity  should  be  recorded 
for  items  of  high  value  and  mobility.  For 
other  items,  a  record  need  only  be  maintained 
of  their  quantities. 

•  To  ensure  that  perpetual  records  are  complete, 
a  physical  inventory  should  be  taken  regularly 
of  all  fixed  assets. 

INMATES'  TRUST  FUNDS 

•  These  balances  arise  when  an  inmate  arrives 
at  an  institution  with  cash,  or  his  visitors  leave 
cash  for  his  use,  and  are  normally  small. 

•  The  legality  of  the  Canadian  Penitentiary  Ser- 
vice maintaining  these  non-public  fund  ac- 
counts should  be  resolved  and  there  should  be 
disclosure  of  the  existence  of  these  funds  in 
the  Public  Accounts.  Authorization  should  be 
obtained  from  the  Department  of  Finance  for 
these  bank  accounts. 


•  The  system  should  be  changed  to  provide  bet- 
ter procedures  for  cash  management  and  con- 
trol of  these  funds. 

INTERNAL  AUDIT 

•  Internal  audit  reports  should  be  addressed 
and  submitted  to  the  commissioner.  He  should 
release  these  to  other  staff  members  as  he 
deems  appropriate.  These  reports  should  be 
completed  and  released  within  a  reasonable 
period  of  time. 


The  Director  of  Finance  should  direct  the 
appropriate  financial  officers  to  prepare  an 
implementation  schedule  for  the  recommen- 
dations of  these  reports  and  monitor  their 
progress. 


DEPARTMENTAL  COMMENTS 


Agreed.  We  will  review  procedures  related  to  the 
control  of  equipment  and  other  fixed  assets  with 
a  view  to  improving  them. 


Agreed.  These  funds  now  have  been  identified  as 
"Public"  funds  by  the  Treasury  Board.  The  in- 
mate program  area  in  CPS  is  currently  review- 
ing this  and  will  recommend  a  method  of  ad- 
ministering these  funds.  We  are  under  obli- 
gation to  the  Treasury  Board  to  implement  a 
procedure  for  the  control  of  these  funds  during 
1975-76  in  a  manner  which  will  satisfy  it  as  well 
as  inmate  program  requirements. 


Agreed.  The  internal  audit  function  is  the  re- 
sponsibility of  the  Management  Review  Di- 
vision of  CPS;  however,  follow-up  procedures 
on  items  sent  to  financial  services  are  being  car- 
ried out  by  members  of  this  Division.  Treasury 
Board  audit  recommendations  in  this  area  sug- 
gest that  a  senior  committee  be  established  to 
ensure  implementation  of  approved  recommen- 
dations. This  proposal  is  being  considered  by 
CPS. 
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DEPARTMENTAL  OBJECTIVES 

•  The  statement  of  departmental  objectives  and 
program  descriptions  in  the  Estimates  provide 
Parliament  with  a  basis  for  evaluating  the  cost 
of  the  different  programs.  They  should  be  re- 
vised from  time  to  time  to  indicate  the  chang- 
ing emphasis  of  the  "Correctional  Service 
Program". 

PROGRAM  FORECASTS 

•  To  improve  the  present  poor  communications 
between  headquarters  and  the  regions  and  the 
quality  of  program  forecast  submissions  there 
should  be  visits  by  senior  financial  officers  to 
the  regions  to  explain  the  program  forecast 
exercise  and  the  "A"  and  "B"  budgets.  To 
ensure  that  the  submissions  reflect  the  priori- 
ties of  senior  management  a  statement  of  ex- 
ecutive priorities  should  be  developed  and 
reviewed  with  the  regional  and  institutional 
officers  prior  to  the  program  forecast. 

•  Due  to  the  number  and  variety  of  institutions 
and  programs,  a  ranking  of  programs  by  line 
management  is  important  feedback.  To  pro- 
vide senior  management  with  an  indicator  of 
the  success  of  specific  programs  a  listing 
should  be  prepared  in  the  order  of  their  effec- 
tiveness, by  responsibility  centre  managers. 

RESPONSIBILITY  CENTRE  MANAGERS' 
BUDGET 

•  There  should  be  close  consultation  by  man- 
agement with  the  responsibility  centre  man- 
agers when  their  budgets  are  being  estab- 
lished to  ensure  their  commitment  to  the  fi- 
nancial goals  that  are  established. 

•  Headquarters'  staff  should  not  spend  from 
responsibility  centre  managers'  budgets  with- 
out prior  consultation.  If  necessary  a  small 
budget  should  be  allocated  to  headquarters' 
staff. 

VARIANCE  ANALYSIS  AND  CASH 
FORECASTING 

•  The  system  of  budgetary  control  and  variance 
analysis  and  investigation  should  be  moni- 
tored on  a  monthly  basis  to  ensure  that  there 
are  satisfactory  explanations  of  significant 
variations. 


DEPARTMENTAL  COMMENTS 


Agreed  in  principle.  These  are  reviewed  periodi- 
cally; however,  after  formation  of  the  Federal 
Corrections  Agency,  departmental  objectives 
and  programs  will  be  reviewed  and  revisions 
made  as  appropriate. 


Agreed.  The  reorganization  of  the  HQ  Financial 
Division  will  enable  senior  financial  officers  to 
visit  field  units  more  frequently.  Some  executive 
priorities  can  be  communicated  to  the  field  prior 
to  program  forecasts. 


Agreed.  In  both  the  OPMS  project  and  the  FCA 
Task  Force,  identification  of  existing  programs 
is  currently  being  made. 


Agreed.  Estimates  submissions  are  reviewed  by 
responsibility  centre  managers  and  their  respec- 
tive regional  directors  before  they  are  submitted 
to  HQ  Ottawa. 

Agreed.  The  functional  staff  at  HQ  does  not  nor- 
mally spend  the  responsibility  centre  managers' 
budget  except  for  items  which  are  administered 
on  a  national  level. 


Agreed.  We  intend  to  improve  our  systems  for 
variance  analysis  and  cash  forecasting. 
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MANAGEMENT  REPORTS 

•  The  reporting  system  should  be  changed  to 
reflect  the  new  organization  of  the  Canadian 
Penitentiary  Service  and  provide  more  flex- 
ibility. This  will  necessitate  a  revision  of  the 
existing  code  of  accounts  which  is  necessary  as 
the  existing  system  requires  a  25  digit  code  for 
all  transactions  and  does  not  take  advantage 
of  the  more  simplified  collator  codes. 

•  The  new  system  should  provide  for  accruals 
and  the  controlled  integration  of  the  commit- 
ment system  with  the  reporting  systems  to 
provide  managers  with  the  accurate  unencum- 
bered balance  of  their  budgets. 

•  In  addition  management  reports  should  in- 
clude performance  information  for  each  sub- 
activity  and  the  man-year  utilization. 


DEPARTMENTAL  COMMENTS 


Agreed.  In  response  to  recent  organization 
changes  revisions  of  our  activity  structure  are 
required  and  the  code  of  accounts  will  be  re- 
viewed at  that  time.  The  collator  coding  ap- 
proach will  be  investigated. 


Agreed.  A  revised  commitment  control  proce- 
dure was  introduced  on  April  1,  1975,  which 
will  provide  improved  data  for  our  reporting 
system  as  well  as  keeping  managers  informed  on 
budgetary  levels. 

Agreed.  The  planned  review  of  our  reporting 
system  will  include  man-year  reporting.  Integra- 
tion of  output  data  with  financial  reporting  will 
not  be  possible  until  our  OPMS  study  is 
completed. 


SECRETARIAT 


FINANCIAL  MANAGEMENT 

•  The  Secretariat  should  make  its  role  and  long- 
term  objectives  clear  to  its  own  personnel  and 
the  Canadian  Penitentiary  Service. 

•  The  functional  responsibility  of  the  senior 
financial  adviser  for  the  daily  financial  opera- 
tions should  be  increased. 


Agreed.  High  priority  will  be  given  to  communi- 
cation within  the  Secretariat  and  with  the  other 
departmental  agencies. 
Agreed.  Corrective  measures  have  been  taken. 
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Observations  and  Recommendations  as  at  June  1975. 
Departmental  Comments  as  at  August  1975. 


OBSERVATIONS  AND 
RECOMMENDATIONS 

ORGANIZATION  OF  THE  FINANCE/ 
ACCOUNTING  FUNCTION 

•  The  Management  Committees  of  the  Opera- 
tional and  Management  Services  sectors  of  the 
Department  should  implement  recommenda- 
tions under  study  with  respect  to  the  reorgani- 
zation of  the  Comptroller's  branch  in  order 
to: 

—  formally  establish  existing  reporting  rela- 
tionships in  the  Operational  Services  sector; 

—  strengthen  the  position  of  Financial  Man- 
agement Advisor  in  the  Management  Ser- 
vices sector  and  thus  improve  the  quality  of 
financial  services; 

—  establish  functional  authority  over  adminis- 
trative personnel  having  financial  responsi- 
bilities; and 

—  strengthen  internal  controls. 

COMMUNICATION  OF  FINANCIAL 
ARRANGEMENTS 

•  Financial  manuals  related  to  the  operations  of 
the  Receiver  General  and  the  internal  finan- 
cial practices  of  DSS  should  be  catalogued. 
The  resultant  information  should  be  circu- 
lated regularly  to  appropriate  financial  and 
administrative  personnel  within  the  Depart- 
ment so  that  they  may  be  apprised  of  the  exis- 
tence of  available  manuals. 

•  Continued  emphasis  should  be  placed  on  con- 
solidating the  manuals  related  to  the  internal 
financial  administration  of  the  Department 
into  one  comprehensive  publication. 


DEPARTMENTAL  COMMENTS 


Agreed.  A  study  is  under  way  to  achieve  the 
objectives  mentioned. 


It  is  agreed  that  a  catalogue  of  financial  manuals 
would  provide  a  reference  point  for  employees. 
Such  a  manual  will  be  prepared  and  circulated 
widely. 


The  departmental  financial  management  man- 
ual, in  succeeding  volumes,  will  achieve  the  nec- 
essary consolidation. 
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DOCUMENTATION  OF  PAYMENT  AND 
RECEIPT  PROCESSING 

•  The  manual  which  outlines  the  payment  and 
receipt  procedures  should  be  revised  so  that 
minor  errors  and  omissions  are  corrected  and 
a  number  of  audit  steps  which  have  not  been 
described  in  depth  are  elaborated  on. 

DELEGATION  OF  AUTHORITY 

•  Documents  with  respect  to  the  delegation  of 
authorities  for  approval  of  spending,  contract 
performance  and  payment  which  were  ap- 
proved by  the  Minister  on  May  7,  1974 
should  be  enforced  and  all  signing  officers 
should  have  their  responsibilities  clarified. 

•  Section  27  authority  under  the  Financial 
Administration  Act  should  be  assigned  to 
officers  of  the  branches  who  are  in  the  best 
position  to  certify  the  performance  of  all 
terms  and  conditions  of  purchase  contracts. 

CONTROL  OF  PAYMENTS 

•  Procedures  with  respect  to  branch  payments 
should  be  designed,  documented  and  imple- 
mented to  establish  uniform  practices  within 
the  branches  and  to  overcome  weaknesses  in 
internal  controls  relating  to  the  pre-audit 
function  and  invoice  approval. 

CONTROL  OF  PAYROLLS  -  BRANCHES 

•  Branch  financial  officers  should  be  charged 
with  functional  responsibility  for  establishing 
and  maintaining  adequate  controls  over  pay 
preparation,  cheque  distribution  and  the  ac- 
counting for  payroll  charges. 

CONTROL  OF  RECEIPTS 

•  Cash  audit  procedures  should  include  a  reg- 
ular comparison  of  the  mail  clerks'  cash  re- 
ceipts records  to  those  maintained  by  the 
cashier,  in  order  to  improve  internal  control. 
These  procedures  should  be  documented. 

CANADA  PENSION  PLAN 

•  Canada  Pension  Plan  interest  income  should 
be  deposited  on  the  due  date  in  order  to  max- 
imize the  return  on  investment  and  generally 
improve  the  cash  flow  of  the  Fund. 


DEPARTMENTAL  COMMENTS 


Procedural  documentation  for  receipts  and  pay- 
ments is  being  updated. 


The  delegation  of  authorities  for  the  approval  of 
spending,  contract  performance  and  payment  as 
approved  by  the  Minister  has  now  been  imple- 
mented. A  general  verification  will  be  made  to 
ensure  that  all  signing  officers  are  conversant 
with  their  responsibilities. 
Signing  authority  for  Section  27  is  in  the  process 
of  being  delegated  to  those  who  are  in  the  most 
favourable  postion  to  verify  that  work  has  been 
performed,  or  services  rendered. 


Branch  procedures  related  to  the  verification  of 
receipt  of  goods,  preparation  of  cheque  requisi- 
tions, etc.,  will  be  documented  in  order  to  have 
uniform  practice  throughout  the  Department. 


Agreed.  A  study  will  be  undertaken  to  determine 
the  division  of  responsibility  between  the  Per- 
sonnel Branch  and  the  Comptroller's  Branch 
with  regard  to  functional  responsibilities  in  the 
payroll  function. 


The  mail  clerks'  cash  receipts  records  are  now 
compared  with  those  maintained  by  the  cashier 
on  a  daily  basis.  A  formal  procedure  will  be 
drawn  up. 


This  problem  was  identified,  analysed  and  ac- 
tion taken  to  resolve  it  before  the  above  recom- 
mendation was  known. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

CONTROL  OF  CHEQUE  ISSUE  - 
RECEIVER  GENERAL 

•  Internal  controls  surrounding  cheque  signing 
and  the  control  of  blank  cheques  should  be 
strengthened  in  some  service  offices  to  reduce 
the  possibility  of  funds  being 
misappropriated. 

•  The  responsibility  for  exercising  internal  con- 
trols over  the  payment  of  suppliers'  invoices 
should  be  clarified  so  that  there  is  no  misun- 
derstanding over  the  extent  to  which  pre-audit 
is  performed  by  departments  or  agencies  and 
that  which  is  conducted  within  local  service 
offices  of  the  Department  of  Supply  and 
Services. 

•  An  organizational  unit  within  the  Operational 
Services  sector  should  be  made  responsible  for 
ensuring  that  internal  control  procedures  are 
uniformly  applied  at  all  local  service  offices  in 
the  Department  of  Supply  and  Services. 


DEPARTMENTAL  COMMENTS 


As  pointed  out  in  the  report,  very  detailed  pro- 
cedures have  been  developed  and  issued  in  rela- 
tion to  cheque  signing  and  control  of  blank  che- 
ques. Internal  auditors  will  be  instructed  to  pay 
particular  attention  to  this  area. 
The  Payments  Services  Branch  has  started  to 
formalize  agreements  with  each  department 
concerned. 


Regular  audits  are  performed  by  Management 
Audit  Branch  and  Audit  Services  Bureau.  This 
independent  review  is  the  best  method  to  ensure 
uniformity  among  the  services  offices. 

However,  steps  have  been  taken  to  increase  the 
emphasis  on  security  matters.  Security  officers 
are  being  designated  in  each  branch  and  services 
office.  Training  courses  will  be  held  in  the  fall 
and  continuing  inspection  of  security  matters 
will  be  introduced. 


CONTROL  OF  PAYROLLS  -  CENTRAL 
PAY 

•  A  system  of  document  control  should  be  es- 
tablished in  the  Pay  Processing  section  of  the 
Compensation  Services  branch  to  ensure  the 
integrity  of  input  to  the  central  pay  master 
files. 

DATA  PROCESSING  INPUT/OUTPUT 
CONTROLS 

•  Uniform  control  standards  for  computerized 
systems  should  be  established  for  both  the 
central  and  regional  computer  facilities,  cov- 
ering the  data  handling  process  from  the 
source  documents  to  the  output  product.  Such 
standards  should  delineate  procedures  for  the 
user,  design  criteria  for  the  systems  developer 
and  operating  practices  for  computer  opera- 
tions and  data  control  groups. 


We     intend     to     set     up     a     control     system 
immediately. 


We  certainly  agree  that  entries  into  the  system 
should  be  more  controlled  and  this  would  lead  to 
better  quality  outputs.  We  also  concur  that  mov- 
ing editing  back  closer  to  the  user  would  speed 
up  entry  of  valid  transactions,  but  this  cannot  be 
completely  accomplished  by  the  present  system 
design  —  the  final  editing  can  only  be  done 
when  the  transaction  is  tested  against  the  central 
master  file. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 


DEPARTMENTAL  COMMENTS 


DOCUMENTATION 

•  Continued  emphasis  should  be  placed  on 
bringing  the  level  of  documentation  up  to 
minimum  standards  for  users  and  operations 
personnel. 


JOB  ACCOUNTING  AND  BILLING 

•  Consideration  should  be  given  to  adopting  a 
uniform  policy  with  respect  to  billing  client 
departments  for  computer  systems  develop- 
ment, in  order  to  obviate  the  tendency  for 
departments  to  request  minor  changes  to  the 
financial  reporting  systems,  without  due  re- 
gard for  the  costs  thereof. 


CONTROL  OF  INVENTORIES 

•  Steps  should  be  taken  to  introduce  inventory 
controls  over  major  consumable  supplies  in 
order  to  establish  accountability,  with  respect 
to  physical  quantities  on  hand. 

COMPUTER  EQUIPMENT  UTILIZATION 

•  Utilization  standards  should  be  developed 
and  modifications  should  be  made  to  existing 
programs  so  that  more  meaningful  utilization 
statistics  can  be  generated  with  respect  to 
computer  equipment. 


Several  projects  are  under  way  at  the  present 
time  examining  different  methods  of  data  input. 
No  one  system  will  satisfy  the  needs  of  all  de- 
partments. The  objective  of  our  development  is 
to  collect  and  control  the  input  data  as  close  to 
the  source  as  possible  and  thus  eliminate  costly 
data  input  handling. 


We  agree  with  the  analysis  and  recommenda- 
tion. Work  is  continuously  being  done  on  this 
question  as  resources  are  available  and  systems 
are  being  modified,  but  to  do  it  quickly  would 
require  an  additional  expenditure  of  several 
hundred  thousand  dollars.  In  view  of  the  limited 
resource  situation,  the  more  sensitive  items  are 
being  redocumented  as  a  first  priority. 


This  recommendation  is  consistent  with  the  pol- 
icies of  the  Financial  Service  Wide  Application 
Centre  to  charge  for  financial  reporting  services. 
Recent  improvements  to  the  Financial  Report- 
ing System  will  more  readily  accommodate  mi- 
nor financial  system  changes.  Further  work  will 
be  carried  out  to  measure  utilization  by  client  to 
effect  cost  recovery  for  financial  systems.  The 
computer  system  accounting  routine  is  being 
improved  to  charge  clients  on  a  more  equitable 
basis. 


Inventory  suspense  accounts  and  the  release  of 
consumable  supplies  on  reported  usage  has  now 
been  introduced.  Additional  steps  will  be  taken 
to  set  out  the  procedures  for  the  reporting  and 
accountability  of  physical  quantities  on  hand. 


The  computer  utilization  statistics  now  available 
are  adequate  for  computer  operations  manage- 
ment purposes.  It  is  agreed  that  statistics  which 
are  more  useful  for  general  management  pur- 
poses should  be  produced  regularly.  Planning 
for  production  of  such  statistics  is  currently  un- 
der way.  A  contract  with  the  computer  manufac- 
turer has  been  signed  for  a  series  of  training 
courses  to  improve  the  efficiency  of  operators 
and  managers. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

INTERNAL  AUDIT 

•  Financial  audit  coverage  should  be  thor- 
oughly reviewed  to  ensure  that  all  significant 
areas  are  subject  to  audit  and  that  the  audits 
are  performed  with  sufficient  frequency. 

•  The  Management  Audit  Branch  should  carry 
out  regular  reviews  of  Audit  Services  Bureau 
audit  programs  and  working  papers  to  ascer- 
tain that  the  audit  coverage  provided  meets 
the  agreed  standards. 

AUDIT  COMMITTEE 

•  An  audit  committee  should  be  established  to 
ensure  that  adequate  scope  and  coverage  is 
considered  with  respect  to  internal  financial 
audit. 

MAIN  ESTIMATES  AND  BUDGETS 

•  Budgets  should  be  adjusted  promptly  to  reflect 
changes  authorized  by  sector  Management 
Committees  in  order  to  make  subsequent 
comparisons  with  actual  expenditures  more 
meaningful. 

•  Regular  analyses  of  the  differences  between 
budgeted  and  actual  expenditures  should  be 
prepared  for  all  levels  of  management,  based 
on  performance  measurement  criteria  which 
are  available  or  are  in  the  course  of  being 
implemented  within  the  services  sectors. 

FINANCIAL  REPORTING 

•  The  Operational  Services  sector  should  pro- 
ceed with  its  plans  to  introduce  INFORM,  a 
cost-based  product  management  reporting 
system  designed  to  meet  the  information  re- 
quirements of  all  levels  of  management. 

•  A  study  should  be  carried  out  to  determine  the 
feasibility  of  incorporating  the  supplementary 
information  systems  existing  in  the  Manage- 
ment Services  sector  into  the  Financial  Re- 
porting Services  system. 

•  Continued  efforts  should  be  made  to  improve 
the  month-end  accrual  procedures  so  that  re- 
ports are  more  useful  to  responsibility  centre 
managers. 


DEPARTMENTAL  COMMENTS 


The  financial  audit  and  all  other  areas  of  audit 
coverage  are  being  reviewed  to  ensure  sufficient 
scope,  coverage  and  frequency. 

A  regular  review  of  Audit  Services  Bureau  audit 
programs  and  working  papers  will  be  instituted 
to  ascertain  that  the  audit  coverage  provided 
meets  with  agreed  standards. 


The  Senior  Management  Committee  will  as- 
sume the  role  normally  attributed  to  an  Audit 
Committee. 


Copies  of  minutes  recorded  will  be  forwarded  to 
the  Financial  Advisor  immediately  following 
the  decision  by  management.  Existing  budget 
amendment  procedures  are  well  documented 
and  monthly  financial  management  reports  in- 
clude budget  adjustments. 
A  procedure  is  being  prepared  to  set  out  guide- 
lines for  variance  reporting  for  all  levels  of  man- 
agement. A  formalized  reporting  format  will  be 
developed  and  variances  reported  to  successively 
higher  levels  of  management. 


Introduction  of  Inform  system  is  proceeding 
apace.  Product  cost  reports  are  now  being  pro- 
duced. Report  specifications  for  processing  of 
overhead  and  EDP  rate  structures  are  being  in- 
troduced. Initial  product  reports  will  be  dissemi- 
nated to  all  levels  of  management. 
Agree  that  a  study  should  be  undertaken  al- 
though some  integration  of  systems  is  already  in 
place  within  Management  Services  Sector. 


New  accrual  procedures  have  been  prepared  and 
disseminated  for  1975-76.  Briefings  and  moni- 
toring of  results  are  taking  place  to  improve  reli- 
ability and  usefulness  of  information. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

•  Personnel  employees  responsible  for  process- 
ing payroll  input  data  should  be  made  aware 
of  the  impact  that  delays  in  processing  em- 
ployee transfer  data  have  on  the  usefulness  of 
financial  reports  and  every  effort  should  be 
made  to  improve  the  priority  of  recording 
these  transactions. 

•  Procedures  should  be  established  to  ensure 
that  recipients  of  Financial  Reporting  Ser- 
vices reports  review  them  and  identify  errors, 
omissions  and  inaccuracies  in  the  data  pro- 
vided so  that  timely  corrections  may  be  made. 

•  Consideration  should  be  given  to  distributing 
the  Financial  Reporting  Services  reports  di- 
rectly from  the  data  centre  to  the  responsibil- 
ity centre  managers  to  improve  their 
timeliness. 


DEPARTMENTAL  COMMENTS 

Agreed.  A  joint  team  of  personnel  and  financial 
people  will  be  established  to  set  standards  and 
monitoring  processes  to  improve  the  timing  of 
payroll  input  data. 


Guidelines  for  all  management  levels  setting  out 
reconciliation  procedures  for  budgetary  and 
expenditure  data  are  being  prepared.  Omissions, 
errors  and  inaccuracies  will  be  highlighted. 

We  agree  and  negotiations  are  being  carried  out 
with  our  Financial  Reporting  Services  Division 
of  the  Government  of  Canada  Accounting 
Branch  for  direct  distribution  of  statements  to 
all  Responsibility  Centres. 
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DEPARTMENT  OF  SUPPLY  AND  SERVICES 
SUPPLY  PROGRAM  -  SUPPLY  REVOLVING  FUND 

Observations  and  Recommendations  as  at  June  1975. 
Departmental  Comments  as  at  August  1975. 


OBSERVATIONS  AND 
RECOMMENDATIONS 

ORGANIZATION  OF  THE  FINANCE/ 
ACCOUNTING  FUNCTION 

•  The  Comptroller's  role  should  be  defined  to 
ensure  that  he  has  ultimate  authority  and  re- 
sponsibility for  approval  of  financial  account- 
ing systems  and  functions.  This  applies 
whether  the  reporting  relationship  of  financial 
managers  at  all  levels  in  Supply  Administra- 
tion is  defined  to  be  in  the  nature  of  functional 
authority  or  of  direct  line  authority  to  him. 

•  In  the  course  of  our  examination,  some  in- 
stances of  duplication  of  accounting  functions 
were  noted. 

The  extent  of  and  the  reasons  for  duplication 
of  accounting  functions  should  be  determined 
and  duplication  be  eliminated. 


•  Responsibility  for  accumulation  of  informa- 
tion for  operating  forecasts  and  rate  review 
submissions  should  be  assigned  to  the  Comp- 
troller's Branch.  The  Comptroller  should  then 
make  recommendations  to  the  Management 
Committee  on  rates  required  and  on  adjust- 
ments to  operating  budgets  after  reviewing 
financial  plans  with  the  Supply  Planning  Sec- 
tor to  ensure  that  they  conform  to  longer-term 
objectives  and  plans  of  Supply 
Administration. 


DEPARTMENTAL  COMMENTS 


Agreed.  The  Department  is  currently  reviewing 
the  findings  of  consultants  who  have  completed 
an  organizational  review  of  the  Comptroller's 
Branch.  As  a  second  phase  of  this  study,  the 
extent  and  details  of  the  Comptroller's  Func- 
tional authority  within  the  Department  are  to  be 
clearly  defined. 


The  Department  will  determine  the  extent  of 
any  duplication  of  accounting  functions  and 
eliminate  it.  The  reviews  of  financial  functions 
and  systems  now  under  way  will  contribute  to 
achieving  this  objective. 

These  decisions  are  considered  to  be  the  respon- 
sibility of  departmental  management.  Responsi- 
bility for  the  accumulation  of  financial  informa- 
tion for  operating  forecasts  and  rate  review  sub- 
missions rests  with  the  FMAs  in  each  of  the 
ADM  Services.  Recommendations  regarding 
Corporate  Policy  based  on  this  information  is 
the  responsibility  of  the  Supply  Planning  Sector 
and  therefore  there  is  no  apparent  reason  to 
change  our  present  system. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

Supply  Administration  should  adopt  a  com- 
prehensive standard  of  responsibilities  for 
each  group  involved  with  its  computerized 
systems,  allocating  responsibility  and  author- 
ity to  specific  groups  for  identified  functions 
during  the  process  of  development  of  systems 
and  throughout  their  continuing  operation. 


DELEGATION  OF  AUTHORITY 

•  Forms  used  to  delegate  financial  authority 
should  be  completed  as  soon  as  possible  and 
the  section  of  the  Administration  Manual  per- 
taining to  signing  authorities  should  be 
updated. 

•  Services  Sectors'  payment  offices  should  be 
advised  immediately  of  current  approved  pay- 
ment authorities  under  Section  26. 

•  A  system  for  maintaining  specimen  signature 
cards  on  a  current  basis  should  be 
implemented. 

•  The  current  delegation  inadvertently  restricts 
authority  for  certification  of  receipts  of  goods 
on  inventory  acquisition  and  replenishment. 

Authority  with  respect  to  certification  of 
goods  received  into  Stocked  Item  Supply 
should  be  delegated  to  positions  where  such 
authority  can  be  meaningfully  exercised. 

•  Section  27  authority  (except  for  Stocked  Item 
Supply  purchases)  should  be  delegated  to  the 
operating  branches  of  Supply  Administration 
and  the  Comptroller's  Branch  should  be  re- 
sponsible for  reviewing  these  approvals  and 
for  certification  of  payment  authority  under 
Section  26  of  the  Financial  Administration 
Act. 


DEPARTMENTAL  COMMENTS 

On  June  26,  1975,  the  DM  (Supply)  Manage- 
ment Committee  approved  the  Supply  Adminis- 
tration Systems  Action  Plan  which  details  the 
comprehensive  standard  of  responsibilities  for 
systems.  The  Systems  Action  Plan  includes  iden- 
tification and  documentation  of  existing  systems 
showing  responsibilities  for  inputs,  processing, 
quality  assurance  and  outputs;  the  development 
of  procedures  to  ensure  smooth  operations;  the 
promulgation  of  procedures  for  Systems  Devel- 
opment and  the  identification  of  responsibility 
for  the  assigning  of  priorities;  and  the  assign- 
ment of  a  Systems  Manager  from  among  the 
users,  the  prime  user  or  Office  of  Primary  Inter- 
est, who  has  control  over  authorized  changes. 


Agreed.  The  forms  will  be  completed  shortly  and 
the  updating  of  the  Administration  Manual  is 
almost  finalized. 


Agreed.  This  is  in  process  of  completion. 


Agreed.  The  system  has  been  designed  and  is  in 
the  final  stages  of  implementation. 


Agreed.  Steps  are  being  taken  to  correct  the 
anomalies  by  expanding  the  delegated  authority 
in  the  Stocked  Item  Supply  System. 

Agreed.  Signing  authority  for  Section  27  will  be 
delegated  to  those  responsible  to  verify  that  the 
work  has  been  performed  and /or  the  supply  of 
goods  or  the  rendering  of  services  has  been 
performed. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

CENTRALIZED  PAYMENT  PROCESS 
(DIRECT  SHIPMENTS) 

•  For  both  commercial  printing  services  and 
other  direct  shipments  of  the  Supply  Program, 
an  independent  study  should  be  undertaken  to 
determine  whether  it  would  be  more  economi- 
cal and  practical  to  give  the  functional  respon- 
sibility for  the  verification  and  payment  of 
suppliers'  invoices  to  the  customer  depart- 
ments and  agencies. 

This  study  should  take  into  account  the  veri- 
fication and  payment  procedures  which  are 
carried  out  on  those  accounts  by  each  cus- 
tomer department. 

•  If  conclusions  resulting  from  the  study  recom- 
mended above  are  that  the  existing  central- 
ized payment  process  should  be  continued, 
then  a  standard  form  recognizing  Section  27 
authority  with  respect  to  receipt  of  goods 
should  be  developed  for  use  by  all  customer 
departments  both  in  their  own  verification 
and  payment  procedures  and  as  advice  to 
Supply  Program  personnel  that  goods  have 
been  received.  Primary  responsibility  for  the 
internal  control  processes  relating  to  use  of 
this  standard  form  should  rest  with  customer 
departments. 

•  Instructions  dated  March  21,  1975,  from  the 
Comptroller's  Branch  permitting  payment  of 
printing  services'  suppliers'  invoices  based  on 
a  signed  delivery  slip  accompanying  the  sup- 
plier's invoice  should  be  rescinded 
immediately. 

EXPENDITURE  CONTROLS  -  GENERAL 
ACCOUNTING  DIVISION 

•  The  present  system  for  recording  commit- 
ments of  the  Supply  Revolving  Fund  branch 
operating  costs  should  be  discontinued. 

•  Responsibilities  between  line  branches  and 
the  General  Accounting  Division  with  respect 
to  the  verification  of  invoices  and  travel 
claims,  maintenance  of  supporting  records, 
preparation  of  cheque  requisitions  and  certi- 
fication thereof  should  be  clearly  established 
by  the  Comptroller. 


DEPARTMENTAL  COMMENTS 


Agreed.  An  independent  review  will  be  made  to 
evaluate  both  situations. 


Agreed. 


This  matter  will  be  reviewed  for  appropriate 
action. 


Agreed.  Now  discontinued. 


Agreed. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

•  The  records  which  are  kept  by  General  Ac- 
counting Division  personnel  of  errors  obs- 
erved in  the  pre-audit  function  should  be  re- 
viewed periodically  by  that  Division  Chief 
and  reported  to  the  Comptroller  in  order  to 
ensure  that  recurring  errors  are  identified  and 
to  assess  the  effectiveness  of  the  verification 
process. 

•  Transmission  of  cheques  to  payees  through 
departmental  officers  should  be  restricted  to 
those  approved  by  the  Deputy  Minister  as  rec- 
ommended by  the  Treasury  Board.  The 
Comptroller  should  establish  appropriate  con- 
trols on  the  handling  of  these  cheques. 

EXPENDITURE  CONTROLS  -  FINANCIAL 
SERVICES  DIVISION 

•  The  verification  of  receipts  of  goods  within 
the  computerized  Stocked  Item  Supply  System 
is  achieved  by  the  automatic  matching  of  re- 
ceipt voucher  data  with  relevant  invoice  data. 

In  order  that  the  clerical  staff  exercising  Sec- 
tion 27  authority  may  place  reliance  on  this 
automatic  verification  process,  control  should 
be  exercised  over  the  signatures  on  receipt 
vouchers  input  to  the  system. 

•  There  appears  to  be  a  lack  of  understanding 
of  responsibilities  related  to  Section  26  certi- 
fication of  accounts  for  inventory  acquisition 
and  replenishment  and  for  direct  shipment 
and  traffic  management  services  due  to  the 
fact  that  recoveries  for  such  accounts  are  made 
from  customer  departments  and  will  be  sub- 
ject to  verification  at  that  point. 

The  responsibilities  of  the  financial  officers 
exercising  payment  authority  under  Section 
26  should  be  clearly  established  and  all  sup- 
porting documents  should  be  available  to 
them  prior  to  exercising  this  authority. 

•  Procedures  in  place  in  each  of  the  Traffic 
Management  Services  with  respect  to  verifi- 
cation of  accounts  should  be  assessed  by  the 
Comptroller,  following  which  consideration 
should  be  given  to  delegating  Section  27  au- 
thority to  the  appropriate  service,  where  it  is 
in  effect  being  exercised  at  the  present  time. 

•  A  review  should  be  undertaken  of  the  post- 
audit  routine  followed  by  Central  Travel  Ser- 
vice in  order  to  assess  its  adequacy  and  to 
establish  guidelines  and  priorities  where 
necessary. 


DEPARTMENTAL  COMMENTS 

Agreed.    The    current    arrangements    will    be 
changed  to  formal  reporting  on  a  monthly  basis. 


Agreed.  This  is  being  implemented  in  accord- 
ance with  the  Treasury  Board  requirements. 


Agreed.  Test  checks  will  be  made  periodically 
and  will  be  independently  monitored  by  the 
Supply  Audit  Branch. 


Agreed.  A  review  of  procedures  will  be  made  to 
provide  adequate  care  in  the  exercising  of  pay- 
ment authority  under  Section  26. 


Agreed. 


Agreed. 
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RECOMMENDATIONS 

•  Prior  to  being  forwarded  to  the  Services  Of- 
fice, fully  certified  cheque  requisitions  should 
not  be  returned  to  clerical  staff  responsible  for 
Section  27  certification  and  for  maintenance 
of  register  of  batch  totals. 

CONTROL  OF  PAYROLLS 

•  The  person  exercising  Section  26  authority  for 
changes  to  payroll  must  have  adequate  infor- 
mation in  order  to  review  documents 
meaningfully. 

The  Comptroller,  through  branch  financial 
officers  in  co-operation  with  personnel  offi- 
cers, should  establish  and  maintain  adequate 
controls  over  the  pay  function. 

CONTROL  OF  INVENTORIES 

•  Supply  Administration  should  give  priority  to 
the  establishment  of  optimum  inventory  levels 
and  to  clarifying  the  responsibility  for  man- 
agement of  these. 


The  majority  of  inventory  value  of  Stocked 
Item  Supply  should  be  counted  and  reconciled 
once  each  year  to  conform  with  the  policy 
adopted  by  the  Comptroller  in  February 
1975.  The  Comptroller's  Branch  should  be 
responsible  for  monitoring  physical  inventory 
procedures. 


DEPARTMENTAL  COMMENTS 

Agreed.  Now  rectified. 


CONTROL  OF  ADVANCES 

•  Responsibility  for  maintenance  of  standing 
and  travel  advance  records  among  the  Gen- 
eral Accounting  Division,  the  Financial  Ser- 
vices Division  and  a  number  of  branches 
where  records  are  being  maintained  should  be 
clarified  and  should  be  assigned  where  this 
responsibility  can  be  most  meaningfully 
exercised. 

•  Procedures  should  be  instituted  to  provide  for 
the  regular  reconciliation  of  the  subsidiary 
records  of  advance  with  fiscal  account 
balances. 


The  immediate  problem  has  now  been  corrected 
and  it  is  agreed  that  the  Comptroller  should  par- 
ticipate in  the  establishing  and  maintaining  of 
adequate  controls  over  the  pay  function. 


Optimum  inventory  levels  have  been  established 
based  on  a  combination  of  inventory  carrying 
costs,  order  costs,  anticipated  usage  and  the  nec- 
essary safety  stocks  required  to  meet  service  level 
objectives.  The  responsibility  for  the  determina- 
tion of  these  levels  was  established  and  imple- 
mented April  4,  1975. 

It  is  agreed  that  the  majority  of  the  inventory 
value  should  be  counted  and  reconciled  annually 
and  the  Comptroller  should  advise  on  and  ap- 
prove stocktaking  procedures.  Supply  Audit  will 
monitor  these  stocktaking  procedures. 


In  the  recent  triennial  stocktaking  at  the  Capital 
Region  Supply  Centre,  the  Supply  Audit  Branch 
observed  on  the  stocktaking  system  and  recon- 
ciliation procedures.  The  procedures  utilized 
were  found  to  be  both  effective  and  efficient. 


Agreed. 


Agreed.  This  will  be  reviewed  and  where  weak- 
nesses exist,  monthly  reconciliation  procedures 
will  be  instituted. 
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CAPITAL  ASSETS  (Articles  in  Use) 

•  Responsibilities  of  Material  Management 
Division  and  the  Comptroller's  Branch  with 
respect  to  capital  asset  records  should  be 
clearly  established  and  duplication  of  records 
eliminated. 

•  Regular  reconciliations  should  be  effected 
between  the  subsidiary  capital  asset  records 
and  expenditures  records  with  respect  to  capi- 
tal assets  acquired  through  departmental  ap- 
propriation (Services  and  Administration) 
and  those  acquired  through  the  Supply  Re- 
volving Fund.  Reconciliation  should  also  be 
effected  with  the  Supply  Revolving  Fund  gen- 
eral ledger  (capital  asset  account). 

•  The  following  features  should  be  incorpo- 
rated, as  a  minimum,  in  the  Capital  Assets 
Control  System  which  is  being  developed: 

—  inventory  listing  by  responsibility  centres 
which  should  be  forwarded  to  responsibility 
centres  and  maintained  on  a  current  basis, 

—  procedures  for  prompt  adjustment  of  re- 
cords on  disposal  or  transfer  of  assets,  and 

—  periodic  physical  verification. 

INTERNAL  AUDIT 

•  Financial  auditing  within  the  Supply  Pro- 
gram has  in  the  past  been  limited  and,  in  par- 
ticular, has  not  included  reviews  and  evalua- 
tions of  computer-based  systems,  payroll  pro- 
cedures and  practices  and  regional  supply 
centre  operations. 

Financial  audit  coverage  should  be  thor- 
oughly reviewed  to  ensure  that  all  significant 
areas  are  subject  to  audit  and  that  the  audits 
are  performed  with  sufficient  frequency. 


DEPARTMENTAL  COMMENTS 


An  effective  Capital  Assets  Inventory  Control 
System  has  now  been  developed.  The  recom- 
mendations of  the  Auditor  General's  evaluation 
team  will  be  reflected  in  the  final  report  to  man- 
agement on  this  subject  prior  to  implementation. 
Same  as  above. 


Same  as  above. 


Agreed.  Now  in  effect. 
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Responsibility  for  assessment  of  audit  require- 
ments and  control  of  audit  work  required  on 
division  of  the  Comptroller's  Branch  which 
serve  both  the  Supply  and  Services  programs 
should  be  assigned  either  to  Services  Manage- 
ment Audit  Branch  or  to  Supply  Audit 
Branch. 


The  audit  group  assigned  responsibility  for 
audit  coverage  of  the  Comptroller's  Branch 
should  also  be  responsible  for  audit  of  the 
Administration  Program  of  the  Department. 
The  Supply  Audit  Branch  with  respect  to  any 
audits  contracted  with  Audit  Services  Bureau 
should  carry  out  regular  reviews  of  relevant 
audit  programs  and  working  papers  to  ascer- 
tain that  the  audit  coverage  provided  meets 
with  the  standards  agreed  upon. 
A  departmental  audit  committee  should  be 
established  as  recommended  in  the  Treasury 
Board  Guide  on  Financial  Administration. 


REVENUE  DEPENDENCY  AND 
BUDGETARY  CONTROL 

•  The  breakdown  objective  for  the  Supply  Re- 
volving Fund  should  be  extended  to  apply  to 
sectors,  product  centres  and  other  responsibil- 
ity centres  such  as  Regional  Supply  centres.  It 
may  be  expected  that  refinements  of  the  acqu- 
isition rate  structure  will  result.  Reasons  for 
deviation  from  that  break-even  objective  in 
the  case  of  specific  product  centres  or  regional 
supply  centres  should  be  documented  and 
approved  by  the  Management  Committee. 


DEPARTMENTAL  COMMENTS 

The  requirement  for  audit  of  the  Comptroller's 
Branch  and  the  Administration  Program  of  the 
Department  is  directed  by  Treasury  Board.  The 
method  used  to  accomplish  this  is  a  departmen- 
tal responsibility.  Audit  of  the  Comptroller's 
Branch  and  other  elements  of  the  Central  Sup- 
port Sector  is  conducted  jointly  by  the  Supply 
Audit  Branch  of  the  Supply  Administration  and 
the  Management  Audit  Branch  of  the  Services 
Administration.  When  audits  are  contracted  for 
they  are  conducted  under  the  joint  aegis  of  these 
Branches  and  the  cost  of  such  contracts  are 
equally  shared  by  the  two  Administrations.  It  is 
agreed  that  the  two  Deputy  Ministers  should  act 
in  concert  to  ensure  that  audits  are  carried  out 
and  recommendations  followed. 
Same  as  above. 


Agreed.  Now  in  effect. 


The  requirement  for  a  departmental  audit  com- 
mittee is  not  included  as  a  directive  in  the  Trea- 
sury Board  Guide.  This  is  accomplished  by  hav- 
ing the  DM  (Supply)  Management  Committee 
perform  the  function.  All  of  the  suggested  re- 
sponsibilities for  assignment  to  a  departmental 
audit  committee  are  performed  by  the  DM 
(Supply)  Management  Committee.  The  Director 
of  the  Supply  Audit  Branch  is  an  ex-officio 
member  of  this  committee. 


Departmental  Senior  Management  in  principle 
favours  the  application  of  the  break-even  objec- 
tive at  the  output  service  level  and  we  are  mov- 
ing towards  this  objective.  Careful  consideration 
will  be  given  in  future  to  the  possibility  of  apply- 
ing this  principle  to  Product  and  Regional 
Centres. 
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RECOMMENDATIONS 

Estimates  of  man-year  resources  required  and 
implicit  in  the  rate  review  submission  to  the 
Treasury  Board  Secretariat  should  be  included 
in  that  submission  and  should  be  approved  by 
the  Treasury  Board  at  the  same  time  as  rates 
are  established. 


Rules  governing  the  rate  review  submission, 
appendices  to  that  submission  and  other  in- 
formation requirements  should  be  established 
by  Treasury  Board  Secretariat  and  agreed  to 
by  Supply  Administration  management. 
Forecast  man-year  requirements  by  operating 
service  of  the  Supply  Revolving  Fund  and  re- 
lated to  current  year  expenditure  forecasts 
should  be  shown  in  the  Main  Estimates  to- 
gether with  those  expenditure  forecasts. 


DEPARTMENTAL  COMMENTS 

Customer  departments  receive  notification  of 
their  budget  levels  for  the  new  fiscal  year  by  the 
Estimates  Target  letters  which  are  sent  out  in 
early  August.  Under  this  arrangement  it  is  not 
possible  for  the  Supply  Administration  to  deter- 
mine its  anticipated  business  volumes  until  Sep- 
tember at  the  earliest  whereas  the  Rate  Review 
submission  must  be  submitted  by  the  end  of  July 
in  order  that  customers  can  allow  for  our 
charges  in  their  Main  Estimates  submissions.  As 
a  result  the  forecast  of  business  volumes  used  for 
Rate  Review  purposes  is  very  preliminary  and  is 
not  sufficiently  accurate  for  the  determination  of 
man-year  levels.  It  is  only  after  approval  by 
Treasury  Board  of  customer  expenditure  levels 
that  the  Supply  Administration  can  realistically 
predict  its  man-year  requirements  based  on  ap- 
proved levels  of  expenditures.  This  situation 
does  not  invalidate  the  proposed  rate  structure 
as  variations  in  the  approved  levels  of  expendi- 
ture are  compensated  for  by  tighter  controls  on 
the  Supply  Administration  budgetary  levels  to 
ensure  a  break-even  position.  The  Supply  Ad- 
ministration intends  to  provide  visibility  over 
the  man-year  and  the  salary  costs  for  each  of  the 
output  services  at  the  time  of  Rate  Review  and  is 
investigating  the  implications  of  combining  the 
man-year  submission  with  the  rate  submission. 
The  format  and  content  of  the  Rate  Submission 
has  been  established  by  agreement  with  the 
Treasury  Board  Secretariat.  Discussions  will  be 
initiated  with  Treasury  Board  to  develop  formal 
and  comprehensive  guidelines  and  instructions. 
The  Main  Estimates  show  the  Treasury  Board 
authorized  man-years  rather  than  the  antici- 
pated man-year  requirements.  The  Supply  Ad- 
ministration could  include  a  forecast  man-year 
requirement  figure  in  Main  Estimates  for  infor- 
mation purposes  only. 

This  however  will  have  to  be  negotiated  with 
Treasury  Board. 
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Rates  charged  in  1975-76  fiscal  year  should 
be  revised  during  the  year  to  conform  with  the 
break-even  objectives. 


Management  should  agree  with  Treasury 
Board  on  whether  or  not  rates  for  those  ser- 
vices which  are  incurring  losses  should  be  re- 
vised or  whether  new  arrangements  with  cus- 
tomer departments  should  be  made  to  assure 
conformity  to  the  break-even  objectives  of 
revenue  dependency. 

Various  proposed  charges  for  1975-76  fiscal 
year  amounting  to  $1.5  million  for  services  to 
be  provided  by  one  organization  to  another 
within  Supply  Administration  are  not  yet 
agreed. 

The  disposition  of  these  charges  should  be  re- 
solved and  decisions  should  be  taken  on  the 
need  for  applicable  resources. 


DEPARTMENTAL  COMMENTS 

The  break-even  objective  established  for  the 
Supply  Revolving  Fund  is  reviewed  annually  as 
part  of  the  Rate  Review.  The  rate  review  process 
is  complex  and  absorbs  much  time  and  effort  by 
Customer  Departments,  the  Supply  Administra- 
tion and  Treasury  Board.  To  revise  the  rates 
during  the  year  to  account  for  surpluses  or  short- 
falls in  business  volumes  from  forecast  would  be 
extremely  difficult  as  in  many  instances  short- 
falls in  one  quarter  are  offset  by  unexpected  sur- 
pluses at  a  later  date  in  the  fiscal  year.  These 
timing  problems  often  stem  from  cash  flow 
problems  encountered  by  client  departments  and 
are  corrected  as  the  year  progresses.  In  addition 
the  customer  departments  would  incur  consider- 
able confusion  in  the  evaluation  of  Supply  Ad- 
ministration charges  if  the  rates  were  to  be 
changed  more  than  once  a  year.  In  recognition 
of  price  fluctuations  which  change  the  rate  of 
return  it  has  been  our  practice  to  authorize  rate 
discounts  in  selected  areas. 
Management,  in  conjunction  with  Treasury 
Board,  does  take  steps  to  reach  conclusions  with 
respect  to  the  continuation  of  those  output  ser- 
vices which  continue  to  operate  at  a  loss.  This  is 
normally  done  during  the  annual  Rate  Review. 


The  disposition  of  charges  initially  totalling  $1.5 
million  included  in  the  1975-76  operational 
budgets  has  now  been  resolved  to  the  point 
where  they  will  have  no  major  impact  on  the 
resource  requirements  of  the  Supply 
Administration. 
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A  review  should  be  made  of  the  man-year 
resources  in  operating  budgets  to  determine 
where  control  may  be  tightened  since  it  is  un- 
likely that  all  man-years  in  budgets  could  be 
utilized. 


FINANCIAL  REPORTING 

•  The  methods  and  procedures  for  processing 
financial  transactions  and  producing  financial 
information  on  computer  facilities  should  be 
simplified  in  order  to  improve  timeliness  of 
reporting  and  to  improve  ease  of 
reconciliation. 

•  Preparation  of  the  Product  Line  Statement 
should  be  discontinued  unless  ways  can  be 
found  to  improve  its  accuracy  and  usefulness 
to  Science  and  Engineering  Procurement  Ser- 
vice and  Corporate  Management  Service  op- 
erating managers  since  other  adequate  state- 
ments are  available  for  these  services. 

•  Financial  reports  available  from  computer  are 
distributed  through  the  General  Accounting 
Division  and  Financial  Management  Ad- 
visors before  they  are  sent  to  operating 
managers. 

These  reports  should  be  distributed  directly  to 
operating  managers  from  the  Financial  Re- 
porting Services  Branch  rather  than  being  dis- 
tributed through  other  groups. 

•  Administrative  officers  and  financial  groups  at 
the  branch  level  should  be  responsible  for 
gathering  accrual  information  necessary  for 
preparation  of  month-end  statements. 

•  A  review  should  be  performed  to  determine 
why  delays  occur  in  reporting  freight  and 
travel  expenditures  on  financial  statements 
and  why  some  branches  intend  to  maintain 
their  own  records  of  travel  expenditures. 


DEPARTMENTAL  COMMENTS 

Under  the  present  system  of  revenue  depen- 
dence, managers  are  required  to  control  their 
expenditures  in  step  with  the  actual  revenue  re- 
ceived in  order  to  remain  within  their  approved 
operating  margins.  This  in  turn  controls  the  uti- 
lization of  man-year  resources  since  salary  costs 
form  the  major  portion  of  operating  expenses. 
The  Management  Committee  reviews  the  over- 
all strength  and  man-year  utilization  levels  on  a 
monthly  basis  to  ensure  conformance  with  the 
Treasury  Board  approved  levels.  In  addition, 
man-year  and  expenditure  levels  in  operating 
budgets  will  be  reviewed  and  adjusted  by  the 
Management  Committee  within  the  Treasury 
Board  authorized  level  at  the  mid-point  of  the 
fiscal  year,  when  business  volumes  and  resource 
requirements  have  been  more  clearly  defined. 


Previous  reviews  have  been  made  and  timeliness 
improved.  Further  efforts  will  be  made  to  sim- 
plify the  system. 


This  statement  has  had  some  limited  utility  in 
certain  areas  but  is  essential  in  others  because  it 
provides  information  not  otherwise  available  in 
management  reports,  and  must  therefore  be  con- 
tinued. With  refinements  in  coding,  its  accuracy 
and  utilization  has  increased. 


Agreed.  Arrangements  are  being  made  to  effect 
this  automatic  distribution  where  feasible. 


Agreed  to  in  principle.  At  present  a  problem 
exists  in  having  all  information  correctly  coded 
and  made  available  on  the  due  date.  Efforts  will 
be  made  to  develop  a  system  to  overcome  these 
difficulties. 
Agreed. 
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Lengthy  delays  occur  in  the  processing  of  pay- 
roll additions  and  changes.  These  delays  affect 
the  accuracy  of  financial  statements  produced. 

A  review  should  be  performed  to  determine 

the  causes  of  delays  in  processing  transfers  of 

staff. 

One  basis  for  reporting  acquisition  fees  on 

operating    managers'    financial    statements 

should  be  adopted  and  agreed  to  in  order  to 

avoid  time  spent  in  discussions  on  this  issue. 


•  Responsibility  should  be  assigned  and  proce- 
dures should  be  developed  to  ensure  monthly 
reconciliations  of  financial  management  re- 
ports to  the  Supply  Revolving  Fund  general 
ledger. 

•  The  nature  and  extent  of  duplication  of  prepa- 
ration of  financial  reports  and  operation  of 
accounting  systems  should  be  determined  and 
that  duplication  should  be  eliminated. 

•  An  annual  comparison  of  inventory  costs  and 
replacement  costs  should  be  made  for  items  of 
material  value  to  assess  the  impact  of  pur- 
chase decisions  on  the  financial  position  and 
operations  of  the  Supply  Revolving  Fund. 
This  represents  a  departure  from  the  estab- 
lished practice  of  recording  inventories  at  av- 
erage cost.  In  accordance  with  generally  ac- 
cepted accounting  principles  and  since  the 
Supply  Revolving  Fund  is  a  quasi-commercial 
organization,  inventories  should  be  recorded 
at  the  lower  of  cost  and  market  (i.e.  replace- 
ment cost)  in  the  annual  financial  statements 
of  the  Fund. 

•  Inventories  of  oil  shown  on  the  Defence  Pro- 
duction Revolving  Fund  balance  sheet  at 
March  31,  1975,  should  be  written  down  to 
the  prevailing  market  value  at  that  time.  This 
adjustment  will  necessitate  a  further  charge  to 
operations  of  approximately  $3.8  million. 


DEPARTMENTAL  COMMENTS 


A  review  will  be  made  by  Financial  and  Person- 
nel officers  to  reduce  the  time  now  required  in 
handling  the  documents. 

Due  to  normal  month-end  cut-offs  and  computer 
rejects,  actual  contract  performance  and  esti- 
mated revenue  produced  by  operating  units  ver- 
sus actual  billed  revenue  will  always  vary  to 
some  extent.  If  variances  are  significant,  revenue 
accruals  are  made  in  senior  management  finan- 
cial statements. 

Agreed.  This  is  in  process  of  development  and 
implementation. 


A  review  of  financial  reports  will  be  made  to 
avoid  duplication. 


Agreed.  When  price  reductions  of  substantial 
proportions  occur  for  items  of  material  value, 
inventory  will  be  devalued  accordingly. 


The  treatment  of  oil  inventory  was  consistent 
with  what  has  been  departmental  policy.  It  was 
shown  on  the  balance  sheet  at  cost  and  the  dif- 
ference between  cost  and  market  value  was  re- 
corded in  the  Notes  to  the  Financial  Statements. 
In  future,  significant  inventory  devaluations  will 
be  made  in  current  year  statements. 
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DEPARTMENT  OF  TRANSPORT 


Observations  and  Recommendations  as  at  May  1975. 
Departmental  Comments  as  at  August  1975. 

Our  study  of  the  Department  of  Transport  included: 

The  Headquarters  Program 
The  Marine  Transportation  Program 
The  Air  Transportation  Program 
The  Surface  Transportation  Program 


OBSERVATIONS  AND 
RECOMMENDATIONS 


DEPARTMENTAL  COMMENTS 


MINISTRY  SYSTEM 

The  "Ministry  System",  introduced  in  1970 
to  promote  a  "cohesive  unified  management 
system,  devoted  to  overall  planning,  develop- 
ment, policy  formulation,  program  co-ordina- 
tion and  evaluation",  has  led  to  uncertainty  in 
the  Department  regarding  the  roles  of  the 
components  of  the  "Ministry  of  Transport" 
and  the  delegation  of  authority  to  manage 
programs. 
•  The  organiztional  structure  should  be  formal- 
ized and  communicated  so  that  functional  and 
line  relationships  between  the  components  of 
the  Department  and  "Ministry  headquarters" 
are  more  clearly  defined  and  communicated. 


•  The  Transportation  Council,  or  a  like  group, 
should  assert  a  role  as  the  overall  policy  and 
decision-making  body  in  the  Department. 

FINANCIAL  ORGANIZATION 

The  modal  Administrations  have  developed 
independent  financial  systems.  Proper  func- 
tional relationships  between  the  Assistant 
Deputy  Minister  Finance  and  the  financial 
officers  in  the  Administrations  have  not 
evolved  with  respect  to: 


When  it  was  introduced  the  "Ministry  System" 
was  fully  documented  and  communicated  to  all 
components  of  the  system.  In  a  large,  dynamic 
organization  such  as  Transport  it  is  perhaps  in- 
evitable that  problems  of  co-ordination  and 
communication  will  appear  from  time  to  time. 
The  Ministry  is  currently  reviewing  its  organi- 
zation, policies  and  procedures  and  the  com- 
ments of  the  Auditor  General  are  being  given 
careful  consideration. 

A  Management  Committee  has  recently  been 
established  to  facilitate  the  formulation  of  poli- 
cies and  to  make  recommendations  to  the  Minis- 
ter for  decision. 
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(a)  co-ordination  of  the  design  communication 
and  maintenance  of  systems  of  financial 
administration, 

(b)  guidance  on  organization,  staffing  and 
training  of  financial  personnel, 

(c)  review  of  performance  evaluations  of  fi- 
nancial officers  prepared  by  the  managers 
to  whom  these  financial  officers  report,  and 

(d)  review  of  budget  priorities  with  regard  to 
co-ordinating  the  total  resources  allocated 
to  the  Department. 

•  The  functional  relationships  between  the  As- 
sistant Deputy  Minister  Finance  and  senior 
financial  officers  within  the  Administrations 
should  be  strengthened,  clarified  and  formally 
documented. 


DEPARTMENTAL  COMMENTS 


The  "Ministry  headquarters"  financial  orga- 
nization should  assert  a  challenge  role  in  the 
preparation  of  Program  Forecasts  and 
Estimates. 


The  Department  acknowledges  an  inadequacy 
in  its  documentation  of  the  functional  responsi- 
bilities and  relationship  between  the  financial 
officers  of  the  Department  that  are  implied  in 
the  day-to-day  operations  of  its  systems  of  fi- 
nancial administration.  However,  preparation  of 
this  documentation  is  well  advanced  and  is  ex- 
pected to  be  completed  by  the  end  of  the  current 
calendar  year. 

A  Programming  and  Evaluation  group  has  been 
established  within  Ministry  Headquarters  which 
will  concern  itself  with  the  continuing  evalua- 
tion of  Ministry  Program  plans  and  resource 
allocations  and,  as  well,  assert  a  challenge  role  in 
the  preparation  of  Program  Forecasts  and 
Estimates. 


DELEGATION  OF  AUTHORITIES 

Weaknesses  were  identified  in  the  control  of 
delegated  financial  authorities. 
•  The  delegation  of  authorities  should  be  re- 
vised in  accordance  with  Treasury  Board  di- 
rectives and  guidelines  giving  specific  atten- 
tion to  the  following: 

(a)  formal  delegation  of  authority  to  give  com- 
mitment certificates  under  Section  25  of  the 
Financial  Administration  Act, 

(b)  a  restriction  that  spending  and  payment 
authorities  not  be  exercised  by  the  same 
officer  with  respect  to  a  particular  payment, 

(c)  communication  of  the  delegation  docu- 
ments in  a  departmental  financial  manual, 
and 


The  Department's  delegation  of  authority  docu- 
ment has  been  amended  to  incorporate  the  refer- 
enced recommenations  and  has  been  included  in 
a  Ministry  Financial  Manual.  Maintenance  of 
specimen  signature  cards  in  conformity  with 
Treasury  Board  guidelines  has  been 
implemented. 
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(d)  improvement  of  the  system  of  establishing 
and  maintaining  specimen  signature  cards 
which  should  conform  to  Treasury  Board 
requirements. 

•  The  Department  should  request  that  the  De- 
partment of  Supply  and  Services  co-ordinate 
its  regional  spending  delegation  with  those  of 
the  Department  in  order  to  facilitate  effective 
processing  of  regional  expenditures. 

CONTROL  OF  CAPITAL  CONSTRUCTION 

The  Marine  Administration  has  encountered 
problems  with  respect  to  capital  assets  built  by 
the  Departments  of  Public  Works  and  Supply 
and  Services  in  the  areas  of  interpretation  of 
the  Marine  Administration's  requirements 
and  in  the  management  of  its  financial 
resources. 

The  Marine  Administration  should  form  part 
of  the  planning  teams  dealing  with  capital 
assets  being  built  for  the  Administration  by 
the  Departments  of  Public  Works  and  Supply 
and  Services. 

DISTRIBUTION  OF  PAYROLL  CHEQUES 

In  general,  payroll  cheques  are  distributed  by 
personnel  staff  who  are  also  responsible  for 
payroll  preparation. 

The  distribution  of  payroll  cheques 
throughout  the  Department  should  be  per- 
formed by  Financial  officers  or  others  who 
have  had  no  direct  input  into  the  payroll 
system. 

USER  CHARGES 

Although  the  objectives  of  the  various  depart- 
mental programs  are  to  provide  services  on  a 
cost  recovery  basis  to  the  maximum  extent 
possible,  this  is  difficult  to  achieve  unless  cer- 
tain changes  are  made  which  would  promote 
maximization  and  control  of  revenues. 

•  The  Department  should  take  appropriate  ac- 
tion to  provide  for  the  seizure  of  debtors'  as- 
sets and  for  the  assessing  of  interest  and  pen- 
alties on  overdue  accounts  receivable. 


DEPARTMENTAL  COMMENTS 


Discussions  which  have  taken  place  with  the 
Department  of  Supply  and  Services  regarding 
the  need  for  compatibility  of  authority  at  the 
Regional  level  have  resolved  the  problem  to  the 
satisfaction  of  the  Department  of  Transport. 


Action  is  being  taken  to  form  project  teams  for 
all  major  projects;  to  include  representatives  of 
the  Department  of  Transport  as  well  as  from  the 
Departments  of  Public  Works  and  Supply  and 
Services. 


Action  is  under  way  to  implement  pay  distri- 
bution procedures  as  recommended. 


Authority  to  assess  interest  and  penalties  on 
overdue  accounts  receivable  and  to  seize 
debtors'  assets  will  require  amendments  to  exist- 
ing legislation.  The  Department  is  taking  steps 
to  introduce  such  measures  where  this  is  feasible 
and  appropriate  (i.e.  in  proposed  amendments 
to  the  Aeronautics  Act). 
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The  Department  should  institute  a  system 
wherein  all  user  charges  in  relation  to  the  in- 
creasing cost  of  providing  services  and  facili- 
ties will  be  reviewed  annually.  In  particular, 
the  Department  should  consider  establishing 
a  user  charge  for  providing  ice-breaker  ser- 
vices to  all  vessels. 


•  The  Department  should  adopt  a  system  of  bil- 
ling for  all  revenues  as  services  are  provided. 

•  If  the  present  system  is  maintained,  vote-net- 
ting revenue  should  be  made  available  to  the 
manager  who  controls  the  assets  which  gener- 
ate that  revenue. 

ACCOUNTS  RECEIVABLE  CONTROLS  - 
AIR  ADMINISTRATION 

•  The  three  separate  systems  used  to  record  and 
control  revenues  at  the  Montreal  International 
Airport  (Dorval)  do  not  contribute  to  the  re- 
alization of  good  internal  control,  are  incon- 
sistent with  the  prescribed  procedures  of  the 
Administration  and  are  evidence  of  a  lack  of 
adequate  functional  supervision  at  the 
Airport. 

•  The  Finance  Branch  of  the  Air  Administra- 
tion should  conduct  an  in-depth  study  of  the 
various  systems  of  accounts  receivable  in  effect 
throughout  the  Administration  and  should 
recommend  changes  where  necessary  in  order 
to  ensure  compliance  with  Treasury  Board 
guidelines  and  with  the  Financial  Manage- 
ment Policy  and  Procedures  Manual. 

•  The  Dorval  Airport  Finance  Branch  should 
integrate  the  three  systems  of  accounts  receiv- 
able now  in  effect,  establish  a  system  of  posi- 
tive billing  for  all  Airport  revenue  and  incor- 
porate charges  and  payments  into  a  compre- 
hensive accounts  receivable  system. 

VOTE-NETTING  OF  REVENUE 

The  vote-netting  practices  of  the  Department 
do  not  provide  an  appropriate  incentive  to 
maximize  revenues.  They  contribute  to  the 
problems  of  managing  cash  requirements  dur- 
ing the  year  and  they  tend  to  weaken  parlia- 
mentary control. 


DEPARTMENTAL  COMMENTS 

The  Department  agrees  that  annual  reviews  of 
user  charges  in  relation  to  cost  of  services  and 
facilities  are  appropriate  and  is  currently  under- 
taking such  a  study. 

The  feasibility  of  the  establishment  of  user 
charges  for  ice-breaking  services  will  be  given 
careful  consideration  in  the  context  of  the  re- 
cently announced  Government  Transportation 
Policy. 

The  Department  will  endeavour  to  ensure  that 
all  revenue  is  billed  as  services  are  provided. 
See  Departmental  comments  re  Vote-Netting  of 
Revenue. 


Action  has  been  taken  to  ensure  that  the  sepa- 
rate systems  of  accounts  receivable,  each  cover- 
ing a  different  category  of  revenue,  are  consist- 
ent with  prescribed  procedures  and  that  ade- 
quate functional  supervision  is  provided  to  Dor- 
val Airport. 


The  Department  will  take  measures  to  ensure 
that  systems  of  accounts  receivable  in  effect 
throughout  the  Air  Administration  are  consist- 
ent with  established  principles  of  internal  con- 
trol and  comply  with  Treasury  Board  guidelines. 


A  computerized  billing  and  accounts  receivable 
system  is  being  evaluated  in  Quebec  Region. 
Preliminary  study  indicates  that  positive  billing 
and  one  integrated  accounts  receivable  system 
can  be  implemented  for  all  airports  in  the 
Region. 
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The  Department's  votes  should  be  prepared 
on  a  gross  basis  with  all  its  revenue  being 
credited  to  revenue  accounts  in  the  Consoli- 
dated Revenue  Fund  rather  than  being  segre- 
gated for  vote-netting  purposes  unless: 


(a)  the  current  practice  wherein  the  Adminis- 
trations retain  vote-netting  revenue  at 
headquarters  is  changed  to  permit  the  re- 
gions to  spend  their  own  revenues, 

(b)  user  charge  rates  are  allowed  to  increase 
materially  so  as  to  more  closely  reflect  costs, 
and 

(c)  precise  definitions  are  provided  of  what 
constitutes  revenues  available  for  vote-net- 
ting purposes. 

•  The  Department  should  not  include  in  its  cap- 
ital programs  the  cost  of  acquiring  assets  for 
the  specific  use  of  others. 


Recoveries  of  overhead  by  the  Air  Adminis- 
tration from  the  revolving  fund  should  be  lim- 
ited solely  to  direct  costs. 


DEPARTMENTAL  COMMENTS 

The  concepts  and  principles  of  vote-netting  have 
been  established  by  the  Treasury  Board  and  de- 
partmental practices  are  generally  consistent 
with  that  policy.  It  is  the  Department's  view  that 
observations  relating  to  the  feasibility  of  this 
policy  should  be  referred  to  the  Treasury  Board 
for  comment. 

Since  revenue  policy  is  based  mainly  on  a  sys- 
tem of  national  rates,  it  is  the  Department's 
view  that  distribution  of  revenues  to  responsibil- 
ity centre  managers  would  not  significantly  en- 
hance revenue  initiatives.  At  the  same  time  the 
retention  of  vote-netting  revenue  at  headquar- 
ters facilitates  cash  management  as  well  as  pro- 
viding greater  flexibility  of  executive  decision- 
making. 


The  Department  does  not  include  in  its  capital 
programs  the  cost  of  acquiring  capital  assets  for 
the  specific  use  of  others  except  (as  in  the  case  of 
the  Pilotage  Authorities)  where  the  asset  is  to  be 
utilized  by  a  Ministry  component  for  the 
achievement  of  overall  Ministry  program 
objectives. 

All  costs  of  services  provided  by  the  Air  Admin- 
istration to  the  Airports  Revolving  Fund  are 
considered  properly  chargeable  to  that  Fund  in 
accordance  with  paragraph  9  of  Treasury  Board 
Circular  1970-7. 


AIR  TRANSPORTATION  TAX 

The  allocation  of  the  Air  Transportation  Tax, 
collected  under  authority  of  the  Excise  Tax 
Act,  to  the  Department  of  Transport  is  ef- 
fected through  the  wording  of  the  Air  Trans- 
portation Program's  operations  and  mainte- 
nance vote.  This  allocation  does  not  meet  the 
criteria  established  by  the  Treasury  Board 
permitting  legislative  adjustments  in  the  Esti- 
mates. Further,  the  revenue  arising  from  the 
tax  is  not  separately  displayed  in  the  Depart- 
ment's Estimates. 
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The  Department  should  consider  an  alterna- 
tive method  of  obtaining  the  Air  Transporta- 
tion Tax  in  order  to  disclose  fully  that  a  par- 
ticular tax  is  being  made  available  for  the  spe- 
cific use  of  the  Department  of  Transport. 
The  Department  should  reflect  separately  in 
its  Estimates  the  revenue  arising  from  the  Air 
Transportation  Tax. 


AIRPORTS  REVOLVING  FUND 

Certain  major  international  airports  of  the 
Department  have  been  financed  through  a 
revolving  fund.  Changing  economic  condi- 
tions and  the  escalating  costs  of  airport  con- 
struction and  an  inconsistent  identification  of 
assets,  operations  and  revenues  to  be  included 
in  the  fund  have  placed  the  fund  in  jeopardy 
as  an  appropriate  method  of  financing  these 
airports. 

The  Department  should  either  wind  up  the 
revolving  fund  or  make  major  amendments  to 
ensure  that  it  becomes  a  viable,  self-sustained 
financial  concern.  The  major  amendments 
include  the  following: 

1.  Remove  those  costs  and  operations  which 
are  not  viable  and  self-sustaining  financial 
concerns  such  as  the  Vancouver  access 
bridges  and  the  Mirabel  and  Pickering 
Airports. 

2.  Revise  the  rates  and  fee  structure  for 
charges  for  airport  facilities  within  the  Air- 
ports Revolving  Fund  to  reflect  current 
costs  and  ensure  that  these  rates  and  fees 
are  not  constrained  by  the  establishment  of 
national  rates  for  other  airports. 

3.  Produce  management  financial  statements 
for  the  Airports  Revolving  Fund  on  a 
timely  basis. 


DEPARTMENTAL  COMMENTS 

The  Department  is  examining  with  the  Depart- 
ment of  Finance  the  possible  transfer  of  the  leg- 
islative authority  for  the  Air  Transportation  Tax 
from  the  Excise  Tax  Act  to  the  Aeronautics  Act. 

Details  of  revenue  arising  from  the  Air  Trans- 
portation Tax  will  in  future  be  displayed  in  the 
budgetary  portion  of  Estimates.  There  is  cur- 
rently no  provision  in  the  format  of  Estimates 
prescribed  by  Treasury  Board  for  Revolving 
Funds  to  display  individual  items  of  revenue. 


The  Department  is  evaluating  alternatives  for 
the  operation  of  the  Airports  Revolving  Fund 
for  the  purpose  of  ensuring  that  it  remains  a 
viable,  self-sustaining  financial  concern. 

The  project  currently  in  process  to  develop  a 
cost-recovery  plan  for  the  Air  Administration 
will  include  a  structure  of  fees  and  charges  for 
facilities  included  in  the  Airports  Revolving 
Fund. 


The  Department  will  endeavour  to  produce 
management  financial  reports  for  the  Airports 
Revolving  Fund  on  a  more  timely  basis. 
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STORES  WORKING  CAPITAL  ADVANCE 

The  Department  operates  a  Stores  Working 
Capital  Advance  (limit  $13.5  million)  to  fund 
operational  stores  for  use  in  the  Department's 
varied  and  widespread  operations.  Account- 
ing for  the  stores  held  in  the  working  capital 
advance  is  carried  out  through  an  electronic 
data  processing  system  which  does  not  pro- 
vide the  accounting  information  required  for 
quantity  and  financial  controls. 

The  Department  should  expedite  the  installa- 
tion of  an  improved  accounting  system  for  the 
Stores  Working  Capital  Advance. 


MARITIME  POLLUTION  CLAIMS  FUND 

The  Maritime  Pollution  Claims  Fund  was  re- 
cently established  to  meet  the  costs  of  mari- 
time pollution  incidents  not  directly  recover- 
able from  the  pollutor.  This  fund  was  estab- 
lished without  a  specific  ceiling  and  has  risen 
to  $27  million.  The  legislation  does  not  pro- 
vide the  Department  with  the  necessary  au- 
thority to  undertake  some  of  the  essential  fi- 
nancial management  control  procedures  nec- 
essary to  administer  the  Fund  properly. 
•  The  Department  should  propose  changes  in 
the  legislation  to: 

(a)  establish  a  ceiling  on  the  Fund,  exclusive  of 
interest  earned, 

(b)  establish  the  right  of  the  Crown  to  audit 
shippers'  records,  and 

(c)  clarify  the  definition  of  "oil"  cargoes  on 
which  premiums  are  payable  by  shippers. 


DEPARTMENTAL  COMMENTS 


An  improved  accounting  system  for  the  Stores 
Working  Capital  Advance  has  been  developed 
which  is  to  be  implemented  in  all  stores  accounts 
by  April  1,  1976. 


The  Department  is  in  process  of  seeking  legisla- 
tion which  will  establish  the  right  of  the  Crown 
to  audit  shippers'  records  and  empower  the 
Governor  in  Council  to  determine  which  pro- 
ducts are  considered  to  be  "oil"  upon  which 
premiums  are  payable  by  shippers.  It  is  not  in- 
tended to  establish  a  ceiling  on  the  Fund  in  view 
of  proposed  changes  in  the  Fund  which  will  give 
broader  coverage  on  liability  and  allow  easier 
access  by  claimants. 

A  significant  oil  spill  similar  in  magnitude  to  the 
recent  one  in  the  Japanese  Inland  Sea  (which 
cost  over  $100  million  in  costs  and  claims)  could 
prove  the  Fund  to  be  quite  inadequate  at  its 
oresent  level. 
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The  Department  should  complete,  as  soon  as 
possible,  its  system  for  determining  cumula- 
tive payments  by  shippers,  validity  of  surety 
bonds  and  modification  of  the  form  on  which 
shippers  declare  their  products. 
The  Department  should  consider  charging  the 
Fund  with  an  annual  amount  equal  to  the 
direct  costs  involved  in  administering  the 
fund. 


DEPARTMENTAL  FINANCIAL  AUDIT  AND 
REVIEW 

The  Financial  Audit  and  Review  Branch,  in- 
cluded in  the  "Ministry  headquarters"  finan- 
cial organization,  is  not  adequately  staffed  to 
carry  out  effectively  the  full  range  of  audit 
functions  and  reviews  necessary  in  a  depart- 
ment with  many  diversified  and  decentralized 
activities  in  the  various  modes  of 
transportation. 

The  Financial  Audit  and  Review  Branch 
should: 

1.  complete  its  staffing  requirements  as  soon 
as  possible, 

2.  endeavour  to  have  members  of  the  internal 
audit  staff  join  operational  review  teams  on 
a  project  basis, 

3.  complete  its  audit  manual  as  soon  as  possi- 
ble, and 

4.  expand  its  range  of  audit  coverage. 


DEPARTMENTAL  COMMENTS 

The  system  is  now  complete. 


OPERATIONS  REVIEW 

The  operations  review  function  carried  out  by 
the  Air  Administration  is  the  only  such  func- 
tion carried  out  in  the  Department.  There  are 
certain  weaknesses  in  the  manner  in  which 
the  Air  Administration  conducts  and  reports 
on  its  operations  reviews. 


The  question  of  whether  the  Fund  should  pay 
costs  of  administration  is  now  being  considered 
by  an  interdepartmental  committee.  Their  rec- 
ommendations will  be  given  careful  considera- 
tion whenever  further  amendments  to  the 
Fund 's  legislative  base  are  sought. 


The  Financial  Audit  and  Review  Branch  is  mak- 
ing a  concerted  effort  to  complete  its  staffing 
requirements. 

Should  operational  review  be  established  on  a 
departmental-wide  basis,  efforts  will  be  made  to 
ensure  that  financial  audit  expertise  is  employed. 

The  revised  audit  manual  has  been  issued. 


The  objective  of  the  Branch  audit  program  is  to 
review  all  functions  of  financial  administration 
in  the  Department  annually.  It  is  planned  to 
conduct  audits  on  as  frequent  and  timely  a  basis 
as  possible. 
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The  Air  Administration  should  consider  pro- 
viding the  operations  review  unit  with  full- 
time  staff  on  a  cyclical  basis. 


•  Operations  review  guidelines  should  refer  to 
the  need  for  standards  of  materiality,  accepted 
levels  of  operational  performance,  statements 
quantifying  potential  savings  or  cost  increases 
arising  from  findings  and  a  requirement  that 
recommendations  be  included  as  an  integral 
part  of  the  reporting  process. 

ESTIMATES  PRESENTATION 

The  program  description  for  the  Marine 
Transportation  Program  was  reduced  from  1 7 
activities  in  1970-71  to  the  present  4  activities 
resulting  in  a  significant  reduction  of  that  pro- 
gram's  visibility  to  Parliament.  As  well,  capi- 
tal projects  listed  in  the  Air  Program's  Esti- 
mates are  not  appropriately  informative. 

•  The  Department  should  consider  revising  the 
activity  structure  under  the  Marine  Program 
to  disclose  more  adequately  the  activities  actu- 
ally carried  out. 

•  The  listing  of  major  capital  projects  in  each 
year's  annual  Estimates  should  more  precisely 
describe  the  facilities  to  be  constructed  or 
acquired. 

CANADIAN  COAST  GUARD 

The  term  "Canadian  Coast  Guard"  came  into 
use  in  1962  but  no  legislation  was  passed  by 
Parliament  to  give  the  Coast  Guard  any  for- 
mal terms  of  reference,  define  its  objectives  or 
regularize  its  organizational  structure.  The 
Coast  Guard  is  not  reported  in  the  Public 
Accounts,  nor  is  its  projected  cost  of  operation 
identified  in  the  Estimates  presented  to 
Parliament. 

The  Department  should  seek  to  formalize  the 
operations  of  the  Canadian  Coast  Guard,  de- 
fine its  role  and  establish  its  objectives  so  that 
uniform  standards  of  operations  and  report- 
ing might  be  established. 


DEPARTMENTAL  COMMENTS 

The  Air  Administration  considers  that  the  pre- 
sent system  of  using  seconded  personnel  rather 
than  full-time  staff  is  preferable,  in  that  this  ar- 
rangement provides  training  and  a  broadening 
exposure  for  a  significant  number  of  individuals 
of  a  high  level  of  competence  in  their  own  field, 
who  continue  to  be  involved  in  operating 
activities. 

The  main  function  of  Operations  Review  in  the 
Air  Administration  is  considered  to  be  problem 
identification.  The  established  policies,  stan- 
dards and  procedures  of  each  functional  area  are 
used  as  a  basis  for  reviewing  operations  and  the 
managers  of  the  operations  under  review  are 
responsible  for  corrective  action  and  follow-up. 


The  activity  structure  under  the  Marine  Pro- 
gram is  under  study  with  a  view  to  revision  and 
refinement. 

Every  effort  will  be  made  to  provide  more  in- 
formative and  descriptive  project  titles  for  major 
capital  projects  listed  in  Estimates. 
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Operations  of  the  Coast  Guard  fleet  should  be 
developed  as  an  activity  of  the  Marine  Ad- 
ministration and  should  be  reported  in  the 
Estimates  and  the  Public  Accounts  in  order  to 
display  properly  this  significant  departmental 
activity. 


DEPARTMENTAL  COMMENTS 

The  Marine  Services  has  been  re-named  Cana- 
dian Coast  Guard  and  what  was  formerly  the 
Coast  Guard  is  now  the  Coast  Guard  fleet.  The 
fleet  is  a  separate  resource  which  supports  the 
various  Marine  activities  and  as  such,  its  costs 
are  allocable  to  each  activity  which  it  supports. 
Consideration  is  being  given  to  making  the  cost 
of  fleet  operations  more  visible  in  both  the  Esti- 
mates and  Public  Accounts. 


FINANCIAL  REPORTING 

Operational  and  financial  officers  presently 
carry  out  variance  analysis  wherein  actual 
financial  results  are  compared  with  budget 
information.  However,  responsibility  centre 
managers  have  not  generally  discharged  their 
ultimate  responsibility  in  explaining  variances 
and  the  corrective  action  taken  where 
necessary. 

Responsibility  centre  managers  should  play  a 
greater  role  in  the  area  of  explaining  budget 
variances  and  in  instituting  corrective  action 
where  necessary. 


The  Department  will  take  action  to  obtain 
greater  participation  by  responsibility  centre 
managers  in  explaining  budget  variances  and 
instituting  corrective  action. 
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UNEMPLOYMENT  INSURANCE  COMMISSION 


Observations  and  recommendations  as  at  July  1975. 
Commission's  Comments  as  at  July  1975. 

OBSERVATIONS  AND 
RECOMMENDATIONS 

ORGANIZATION  OF  THE  FINANCE/ 
ACCOUNTING  FUNCTION 

•  In  April  1975,  pursuant  to  organization 
changes  in  the  Commission,  the  position  of 
the  Designated  Financial  Officer  was  given 
additional  responsibilities. 


The  Commission  should  make  every  effort  to 
ensure  that  the  broad  responsibilities  given 
the  Executive  Director,  Services  do  not  detract 
from  the  effectiveness  with  which  the  financial 
function  is  now  carried  out  within  the 
Commission. 


•  The  functional  direction  provided  by  senior 
financial  officers  should  be  clearly  reflected  in 
job  descriptions  so  that  changes  in  personnel 
do  not  cause  changes  in  working 
relationships. 

FINANCIAL  CONTROL  OF  REVENUES 
AND  EXPENDITURES 

•  Documentation  of  head  office  accounting  and 
clerical  procedures  should  be  completed  in 
detailed  form  and  evaluated  by  senior  finan- 
cial officers  to  determine  their  effectiveness. 

•  Financial  services  clerks  prepare  reconcilia- 
tions of  various  financial  accounts  such  as  the 
Commission 's  record  of  cash  deposits  to  the 
Department  of  Supply  and  Services  records. 
These  reconciliations  do  not  appear  to  be  re- 
viewed or  approved  by  senior  headquarters 
financial  staff. 

Reconciliation  review  procedures  should  be 
established  to  ensure  that  accounting  reconcil- 
iations are  reviewed  by  the  appropriate  level 
of  senior  financial  officer  and  that  evidence  of 
this  review  is  provided. 


COMMISSION'S  COMMENTS 


To  provide  for  a  greater  degree  of  decentrali- 
zation to  the  regions,  the  Commission,  following 
an  extensive  organizational  study,  made  a  num- 
ber of  organization  changes.  One  grouped  a 
number  of  functions  under  the  Executive  Direc- 
tor, Services  to  combine  the  responsibilities  for 
human  and  financial  resources.  The  Commission 
feels  this  change  will  improve  its  effectiveness 
and  efficiency. 

The  job  descriptions  will  be  amended  to  describe 
more  clearly  the  functional  direction  now  being 
provided. 


This  documentation  is  being  prepared  and  is 
expected  to  be  completed  by  December  31,  1975. 


A      formal      approval      procedure      will      be 
implemented. 


301 


OBSERVATIONS  AND 
RECOMMENDATIONS 

The  format  of  key  reconciliations  and  a  mas- 
ter list  of  reconciliations  should  be  established 
and  provided  by  senior  financial  officers  for 
the  use  of  financial  services  cleiks. 
The  Commission  should  ensure  that  it  adheres 
to  its  policy  of  preparing  monthly  reconcilia- 
tions of  its  cash  balances  to  the  Department  of 
Supply  and  Services  records. 
The  Commission  should  prepare  periodic  rec- 
onciliations of  its  outstanding  warrants  bal- 
ance to  the  figures  supplied  by  the  Depart- 
ment of  Supply  and  Services. 
The  headquarters  financial  staff  should  obtain 
and  review  the  periodic  aged  analyses  of  out- 
standing warrants  provided  by  the  Depart- 
ment of  Supply  and  Services. 
The  memorandum  control  accounts  for  ac- 
counts receivable  arising  from  benefit  over- 
payments maintained  in  the  regions  are  not 
incorporated  in  the  general  ledger  and,  for 
general  ledger  and  financial  statement  pur- 
poses, overpayments  are  recorded  on  a  cash 
basis  only  when  they  are  collected. 

Benefit  overpayments  and  related  transactions 
should  be  recorded  in  general  ledger  control 
accounts,  sub-divided  by  region. 
The  Benefit  and  Overpayment  File  and  over- 
payments receivable  computer  files  comprise 
subsidiary  records  for  benefits  paid  and  over- 
payments receivable  respectively.  Some  types 
of  transactions  are  not  recorded  in  the  subsid- 
iary records  but  are  recorded  in  the  general 
ledger;  others  are  subject  to  timing  differences 
and  some  transactions  are  recorded  on  a  sin- 
gle entry  basis  at  the  regional  level. 

The  Commission's  financial  accounting  prac- 
tices should  be  modified  to  provide  for  record- 
ing during  the  year  of  all  accounting  transac- 
tions processed  on  Benefit  and  Overpayment 
Files  and  for  establishment  of  month-end  cut- 
off procedures. 

The  benefits-paid  account  in  the  general 
ledger  of  the  Commission  should  be  recon- 
ciled monthly  to  the  Benefit  and  Overpayment 
File. 

Control  accounts  should  be  maintained  in  the 
books  of  the  Commission  for  employee  ad- 
vances and  reconciled  periodically  to  the  subs- 
idiary record. 


COMMISSION'S  COMMENTS 

Reconciliation  procedures  will  be  formalized. 


Control  procedures  will  be  introduced  to  ensure 
adherence  to  the  policy. 


The  present  annual  reconciliation  will  be  supple- 
mented by  quarterly  reconciliations  of  the  out- 
standing warrants. 

The  Systems  Group  and  Benefit  Control  Officers 
of  the  Commission  investigate  outstanding  war- 
rants. This  will  be  supplemented  by  a  regular 
review  by  the  financial  staff. 


A  combined  systems  and  financial  review  of  this 
recommendation  will  be  undertaken. 


A  combined  systems  and  financial  review  of  this 
recommendation  will  be  undertaken. 


Implementation  of  this  recommendation  is  de- 
pendent on  the  results  of  the  review  described 
above. 

Procedures  will  be  implemented  to  ensure  ad- 
herence to  the  policy  on  maintaining  control 
accounts  for  employee  advances. 


302 


OBSERVATIONS  AND 
RECOMMENDATIONS 

•  The  Commission  should  ensure  that  senior 
regional  pay  centre  managers  are  monitoring 
the  reconciliation  of  key  computer  printouts. 

•  The  Commission's  financial  manual  should 
include  employee  payroll  procedures  applica- 
ble on  a  Commission-wide  basis  but  also 
adaptable  to  regional  needs. 

FINANCIAL  REPORTING 

•  The  Commission  should  include  prior  period 
adjustments  that  are  not  material  in  the  State- 
ment of  Revenue  and  Expenditure.  If  the  cur- 
rent policy  concerning  prior  period  adjust- 
ments is  maintained  the  comparative  prior 
period's  statement  should  be  restated  to  reflect 
the  adjustments. 

•  Comparative  figures  should  be  provided  for 
the  Statement  of  Deficit. 

•  The  notes  to  the  financial  statements  should 
disclose  details  of  the  changes  in  the  accounts 
receivable  due  to  overpayment  of  benefits  and 
details  of  the  calculation  of  the  amount  recov- 
erable from  Canada. 


COMMISSION'S  COMMENTS 

Formal       approval       procedures       will       be 
implemented. 

These  procedures  will  be  incorporated  into  the 
Commission's  financial  manual. 


This  subject  is  part  of  a  review  of  accounting 
practices  to  be  undertaken  jointly  by  representa- 
tives of  the  Auditor  General's  Office  and  the 
Commission. 


As  above. 
As  above. 
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MINISTRY  OF  STATE  FOR  URBAN  AFFAIRS 

Observations  and  Recommendations  as  at  December  19,  1974. 
Departmental  Comments  as  at  June  30,  1975. 

The  study  covered  only  the  Ministry  of  State  for  Urban  Affairs,  Votes  1  and  5.  Central 
Mortgage  and  Housing  Corporation  and  National  Capital  Commission  are  separate  organi- 
zations which  were  not  included  in  the  study. 


OBSERVATIONS  AND 
RECOMMENDATIONS 

ORGANIZATION  OF  THE  FINANCE/ 
ACCOUNTING  FUNCTION 

With  the  present  structure,  size  and  opera- 
tional nature  of  the  Ministry  it  is  evident  that 
the  use  of  a  centralized  financial  function  is  a 
practicable  arrangement  and  is  conducive  to 
ensuring  effective  and  efficient  management 
and  control  of  the  financial  aspects  of  the 
Ministry's  operations. 

The  effectiveness  of  this  organizational  ar- 
rangement, however,  has  been  reduced  as  a 
result  of  a  lack  of  a  collective  and  coordinated 
effort  by  the  various  members  of  the  Ministry 
with  respect  to  financial  management  and 
control.  The  Wings  and  Administrative  sec- 
tions appear  to  be  isolated  from  specific  re- 
sponsibilities and  requirements  without  due 
consideration  and  involvement  of  other  sec- 
tions. Each  unit  is  left  on  its  own  to  devise  and 
develop  what  it  considers  necessary  in  the  way 
of  financial  management  and  control  systems. 
This  could  lead  to  inconsistencies  and  weak- 
nessess  in  internal  control  as  well  as  unneces- 
sary duplication  of  effort. 

Each  Wing  of  the  Ministry  should  designate 
an  individual  at  the  managerial  level,  with 
appropriate  qualifications,  to  be  the  financial 
representative  of  that  Wing. 
•  A  committee  comprising  the  Director,  Fi- 
nance, Personnel  and  Administration,  his 
three  chief  officers  and  the  financial  represent- 
atives of  the  two  Wings  should  be  formed  to 
deal  with  financial  and  other  administrative 
matters  affecting  the  operation  of  the  Wings. 


DEPARTMENTAL  COMMENTS 


Because  the  financial  services  are  centralized, 
frequent  contacts  are  made  with  the  Wings  to 
establish  their  requirements.  Advice  is  given  to 
them  on  all  aspects  of  financial  management  and 
control. 


Agreed.  This  is  now  done  on  an  ad  hoc  basis, 
and  will  be  formalized. 


Agreed.  This  committee  cannot  be  restricted  to 
the  two  Wings  as  the  other  independent 
branches  must  also  be  accommodated. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

POSITION  DESCRIPTIONS 

•  Once  the  present  descriptions  of  staff  outside 
the  Financial  Services  Section  who  have  fi- 
nancial responsibilities  have  been  updated, 
they  should  be  reviewed  on  a  regular  basis, 
with  greater  emphasis  being  placed  on  the 
financial  aspects  of  the  position. 

COMMUNICATION  OF  FINANCIAL 
REQUIREMENTS 

•  The  present  system  depends  on  a  substantial 
amount  of  information  and  knowledge  being 
retained  by  individuals  which  is  not  being 
appropriately  documented  or  circulated.  This 
situation  does  not  ensure  that  staff  is  fully 
aware  of  or  understands  its  responsibilities, 
that  approved  procedures  are  being  followed 
consistently,  that  appropriate  consideration  is 
given  to  financial  requirements,  and  that 
planning  is  undertaken  in  a  systematic  and 
organized  fashion. 

The  Chief  of  Finance  should  ensure  that  a 
comprehensive  financial  administration  man- 
ual is  completed  and  circulated  to  appropriate 
personnel  throughout  the  Ministry. 

An  increased  use  of  formal  memoranda  with 
appropriate  routing,  signature  and  follow-up 
procedures  should  be  implemented. 

ASSIGNMENT  OF  FINANCIAL 
AUTHORITIES  UNDER  THE  FINANCIAL 
ADMINISTRATION  ACT 

•  Accounting  documents  utilized  within  the 
Ministry  should  be  redesigned  to  provide 
space  to  reflect  the  specific  section  of  the  Fi- 
nancial Administration  Act  under  which  ap- 
proval is  given. 


The  Director,  Finance,  Personnel  and  Admin- 
istration should  ensure  that  the  signature 
cards  are  up  to  date  within  the  Ministry  and 
that  the  Department  of  Supply  and  Services  is 
advised  of  any  changes. 


DEPARTMENTAL  COMMENTS 


Agreed.  This  will  be  taken  into  account  during 
the  review  of  classification  of  positions  in  the 
various  branches,  which  will  be  undertaken  dur- 
ing the  next  twelve  months. 


Agreed.  The  manual  is  substantially  completed 
in  draft  form  and  will  be  issued  as  soon  as 
possible. 

This  proposal  will  be  studied. 


The  Department  of  Supply  and  Services  is  re- 
sponsible for  designing  cheque  requisitions. 
Approval  for  payment  on  an  invoice  is  always  in 
accordance  with  Section  27  of  the  Financial 
Administration  Act.  The  use  of  a  rubber  stamp 
for  this  purpose  does  not  appear  to  be  contrary 
to  Treasury  Board  guidelines. 

This  has  been  done. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

CONTROL  OF  SOURCE  DOCUMENTS 

•  Control  of  source  documents  for  cheque  requi- 
sitions is  provided  only  after  the  document 
has  been  approved  under  Section  27  of  the 
Financial  Administration  Act.  This  could  lead 
to  invoices  being  mislaid,  delaying  payment 
to  suppliers  and  distorting  financial  reports. 

Source  documents  from  suppliers  should  be 
controlled  prior  to  the  cheque  requisitioning 
process  by  a  blotter  control  system. 

SEGREGATION  OF  DUTIES 

•  Instances  were  noted  where  the  combination 
of  duties  performed  by  an  employee  could 
lead  to  error  or  fraud  not  being  detected 
because  his  work  is  not  automatically  checked 
by  another  employee. 

The  Director,  Finance,  Personnel  and  Admin- 
istration should  ensure  that  there  is  an  ade- 
quate division  of  duties  from  an  internal  con- 
trol point  of  view  with  respect  to  all  depart- 
mental positions. 

CONTROLS  OVER  ADVANCES  AND 
ACCOUNTS  RECEIVABLE 

•  Problems,  although  not  occuring  frequently 
exist  in  accounts  receivable,  stemming  mainly 
from  the  lack  of  a  co-ordinated  monitoring 
procedure  by  the  Financial  Services  and  Per- 
sonnel Sections  on  salary  advances  and  per- 
sonal service  contracts. 

The  Chief  of  Finance  should  ensure  that  con- 
tracts and  agreements  are  reviewed  for  possi- 
ble expenditure  recovery. 


DEPARTMENTAL  COMMENTS 


Agreed.  This  is  a  desirable  system  to  be  adopted 
when  manpower  is  available. 


In  setting  up  systems,  duties  were  divided  as 
much  as  practical  between  available  staff  in 
keeping  with  sound  internal  control  principles. 
However,  the  existing  weaknesses  will  be 
corrected. 


Problems  of  communication  between  Finance 
and  Personnel  Divisions  result  from  the  separa- 
tion of  these  functions  and  will  be  overcome 
with  the  move  to  our  new  headquarters  in  Sep- 
tember 1975. 


All  certified  invoices  are  checked  with  contracts 
by  the  Finance  Division.  Payments  are  made 
only  if  they  are  in  accordance  with  the  terms  of 
these  contracts.  The  incident  noted  by  the  study 
team  was  isolated  and  not  representative  of  the 
system. 


INTERNAL  AUDIT 

•  The  Audit  Services  Bureau  should  be  em- 
ployed to  conduct  an  annual  internal  audit  of 
the  Ministry.  The  Audit  Services  Bureau,  with 
the  assistance  of  the  Director,  Finance,  Per- 
sonnel and  Administration  and  the  Chief  of 
Finance  should  define  the  scope  of  its  exami- 
nation but  report  its  findings  and  recommen- 
dations to  the  Secretary  of  the  Ministry  for 
consideration,  discussion  and  resolution. 


Further   consideration   will    be   given    to   this 
proposal. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

WORK  PROGRAM 

•  The  present  program  forecasts  do  not  accu- 
rately indicate  the  future  allocation  and  utili- 
zation of  resources.  Although  Financial  Ser- 
vices staff  assist  the  managers  in  preparing 
their  projections,  the  managers  lack  the 
knowledge,  support  staff,  government  guides 
and  publications,  departmental  instructions  or 
detailed  historical  data  needed  to  develop 
meaningful  long-term  plans  in  monetary 
terms.  In  addition,  the  Ministry  lacks  formal- 
ized procedure  for  evaluating  projects  and  for 
realigning  priorities  and  redirecting 
resources. 

•  Recognizing  this,  early  in  1974,  the  Ministry 
began  to  set  priorities  for  major  projects,  both 
under  way  and  proposed,  and  identified  the 
staff  resources  and  completion  dates  associ- 
ated with  each  as  the  first  phase  of  document- 
ing its  long-term  work  program  plans  and 
priorities. 

•  The  completion,  documentaion  and  imple- 
mentation of  the  Ministry's  Work  Program 
should  be  given  highest  priority. 

BUDGETARY  CONTROL 

•  The  present  system  accounts  for  expenditures 
at  the  main  activity  level  with  no  cost  infor- 
mation being  developed  for  project  or  sub- 
activity  levels.  To  provide  sufficiently  detailed 
data  for  effective  budgetary  control,  an  expan- 
sion of  the  system  is  necessary. 

•  The  Chief  of  Finance  should  develop,  docu- 
ment and  implement  a  cost  system  capable  of 
capturing  financial  data  at  the  project  or  sub- 
activity  level. 


All  responsibility  centre  managers  should 
become  directly  involved  in  the  determination 
of  their  budgets.  They  should  also  be  given  the 
financial  data  needed  to  permit  verification  of 
financial  reports  and  preparation  of  detailed 
variance  and  analytical  reports. 


DEPARTMENTAL  COMMENTS 


This  proposal  needs  further  study.  The  monitor- 
ing of  project  effectiveness  may  be  a  desirable 
goal  but  in  fact  would  be  extremely  difficult  to 
measure  in  terms  of  most  of  the  projects  carried 
out  by  this  Ministry. 


Agreed.  This  work  is  proceeding. 


Project  reporting  has  been  recommended  in  the 
past.  However,  basic  to  this  reporting  is  the  in- 
troduction of  a  system  of  time  reporting  for  the 
staff  involved  which  has  not  yet  proved  accepta- 
ble. Further  progress  will  require  the  assistance 
of  the  managers  concerned.  This  is  a  desirable 
aim  which  will  be  proceeded  with  as  soon  as 
manpower  constraints  permit. 
Most  responsibility  centre  managers  are  already 
directly  involved  in  the  determination  of  their 
budgets,  within  Government  and  departmental 
constraints.  Managers  are  already  given  finan- 
cial data  needed  to  permit  verification  of  finan- 
cial reports.  Additional  verification  by  managers 
is  frequently  limited  by  manpower  constraints. 
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OBSERVATIONS  AND 
RECOMMENDATIONS 

•  Explanation  of  variances  should  be  prepared 
on  a  regular  and  timely  basis  by  all  responsi- 
bility centre  managers  and  reviewed  by  the 
Chief  of  Finance  in  conjunction  with  his  own 
financial  report  review. 

TRANSACTION  CODING 

•  The  centralized  coding  process  fails  to  pro- 
mote financial  awareness  within  non-financial 
sections  of  the  Ministry  and  creates  unneces- 
sary dependency  upon  the  Financial  Services 
Section.  Non-Financial  sections  should  ac- 
quire additional  financial  knowledge  and  ac- 
cept additional  responsibilities  in  the  financial 
area.  The  coding  of  documents  should  be  dele- 
gated to  the  various  cost  and  responsibility 
centres  throughout  the  Ministry. 

•  Staff  of  the  various  responsibility  centres 
should  be  required  to  review  monthly  the  de- 
tailed transaction  listing  applicable  to  their 
area  of  responsibility. 

MAIN  ESTIMATES 

•  Compilation  and  reconciliation  of  Program 
Forecasts  and  Main  Estimates  should  be  docu- 
mented so  as  to  provide  a  clearer  picture  than 
at  present  of  how  final  figures  were  deter- 
mined in  each  case. 

DEPARTMENT  OF  SUPPLY  AND 
SERVICES  REPORTING  SYSTEM 

•  The  Financial  Services  Section  of  the  Ministry 
should  ensure  that  financial  transactions  are 
reflected  as  promptly  as  possible  in  the  Minis- 
try's financial  records,  so  as  to  improve  the 
accuracy  of  the  financial  data  provided  to  re- 
sponsibility centre  managers  each  month. 

•  The  Chief  of  Finance  should  develop  and  doc- 
ument appropriate  procedures  for  timely 
month-end  routines  for  his  staff  with  respect 
to  input-output  agreement,  reconciliation  of 
subsidiary  records,  reconciliation  of  the  De- 
partment of  Supply  and  Services  reports  to 
one  another,  review  and  corrections  of  invalid 
amounts  and  review  of  transaction  codings  for 
agreement  with  actual  known  events. 

•  A  liaison  officer  should  be  designated  by  the 
Ministry  to  deal  with  his  or  her  counterpart  in 
the  Department  of  Supply  and  Services  as  a 
means  of  improving  the  Department's 
services. 


DEPARTMENTAL  COMMENTS 

Noted.  See  above. 


Agreed.  This  was  the  intention  of  the  coding 
manual  and  steps  will  be  taken  to  train  support 
staff  in  each  responsibility  centre  in  its  use. 


This  is  again  a  matter  of  the  availability  of  staff. 


Agreed,  this  will  be  implemented. 


Agreed.  Steps  are  being  taken  to  improve  the 
processing  of  financial  transactions. 


Agreed.  This  will  be  done. 


The  Chief  of  Financial  Services  has  always  been 
the  liaison  officer  with  the  Department  of  Sup- 
ply and  Services  and  every  effort  has  been  made 
and  will  be  continued  to  obtain  an  improvement 
to  the  service  provided  by  that  Department. 
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DEPARTMENT  OF  VETERANS  AFFAIRS 

Observations  and  Recommendations  as  at  December  1974. 
Departmental  Comments  as  at  March  1975. 

The  study  did  not  include  the  operating  expenditure  of  the  following  votes: 

Vote  5:  War  Veterans  Allowance  Board 
Vote  25:  Pension  Review  Board 
Vote  30:  Canadian  Pension  Commission 
Vote  40:  Bureau  of  Pension  Advocates 

However,  in  the  following  votes,  the  study  did  include  the  procedures  leading  to  payment 
once  entitlement  had  been  established: 


Vote  10:  WVAB  grants  and  contributions 

Vote  20:  Welfare  Services  grants  and  contributions 

Vote  35:  CPC  grants  and  contributions. 

OBSERVATIONS  AND 
RECOMMENDATIONS 


DEPARTMENTAL  COMMENTS 


ORGANIZATION 

•  The  responsibilities  of  the  Departmental  Fi- 
nancial Management  Advisor  should  be  ex- 
panded to  include  a  stronger  functional  role 
in  terms  of  the  financial  systems  and  controls 
and  the  recruiting,  development  and  assess- 
ment of  financial  officers  who  are  supporting 
program  management. 

STAFFING  IN  FINANCIAL  AREA 

•  While  current  financial  staff  resources  are  ade- 
quate, the  Department  does  not  systematically 
review  its  future  needs  so  that  adequate  lead 
times  can  be  established  to  develop  or  obtain 
the  necessary  increases  in  number  or  quality 
of  financial  officers. 

Periodically,  department-wide  comparative 
studies  of  financial  staff  requirements  and  re- 
sources should  be  undertaken. 

•  A  comprehensive  program  of  career  guidance 
and  professional  development  for  financial 
staff  should  be  instituted. 

•  Position  descriptions  are  not  up  to  date  in 
some  instances  and  are  related  more  toward 
job  classification  than  toward  financial  man- 
agement responsibilities. 


A  stronger  functional  guidance  role  will  be  as- 
sumed without  delay  by  the  Departmental  Fi- 
nancial Management  Advisor  in  such  a  way  so 
as  not  to  disturb  essential  program  managerial 
responsibility. 


This  will  be  undertaken  as  part  of  the  recently 
introduced  manager-development  and  succes- 
sion plan. 

A  review  of  the  departmental  training  and  de- 
velopment plan  for  officers  with  financial  re- 
sponsibilities will  be  carried  out. 
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Position  descriptions  for  officers  with  financial 
responsibilities  should  be  reviewed  and  re- 
drafted where  necessary  to  emphasize  finan- 
cial management  responsibilities  and  tasks. 


DEPARTMENTAL  COMMENTS 

Position  descriptions  are  subject  to  well-estab- 
lished disciplines  for  content  and  presentation. 
Corrective  measures  could  best  be  introduced 
through  further  study  and  analysis  on  a  govern- 
ment-wide basis. 


QUALITY  OF  COMMUNICATION  OF 
FINANCIAL  REQUIREMENTS 

•  The  comprehensive  departmental  financial 
manual  should  be  completed. 

EXPENDITURE  CONTROL  POLICIES  AND 
PROCEDURES 

•  The  Department  should  propose  to  the  agen- 
cies paying  disability  pensions  and  veterans 
allowances  that  they:  determine  in  advance 
the  total  amount  of  the  monthly  payments; 
establish  controls  to  ensure  that  the  amounts 
paid  match  the  predetermined  figure;  imple- 
ment and  carry  out  a  system  of  cyclical  post- 
audit  checks. 

•  District  and  regional  offices  should  fully  docu- 
ment their  systems  of  internal  control. 

•  The  payroll  function  is  decentralized  to  dis- 
tricts, regions,  etc.,  but  no  centrally  estab- 
lished financial  control  procedures  exist.  Pay- 
roll changes  are  fed  into  the  Department  of 
Supply  and  Services  by  personnel  staff  at  the 
districts  following  managerial  approval  and 
cheques  are  returned  to  district  financial  of- 
ficers for  distribution. 

The  Departmental  Financial  Management 
Adviser  should  review  internal  controls  over 
payroll  to  ensure  their  adequacy. 

CONTROL  OF  REVENUES  INCLUDING 
ACCOUNTS  RECEIVABLE 

•  In  the  Treatment  Services  program  regular 
reports  from  hospitals  and  districts,  giving 
details  of  the  status  of  accounts  receivable, 
should  be  sent  to  the  program  head  office  for 
review  and  follow-up  action. 

•  Significant  under-recoveries  resulting  from 
billing  rates  in  the  Treatment  Services  pro- 
gram should  be  highlighted  in  internal  finan- 
cial reporting. 

INVENTORIES 

•  There  are  no  procedures  to  ensure  that  all 
purchases  of  equipment  are  recorded  in  the 
inventory  records. 


The  manual  will  be  completed  in  the  near  future. 


The  processing  of  these  payments  is  being  trans- 
ferred to  the  agencies  and  such  control  will  be 
part  of  the  new  systems  configuration. 


The  systems  of  internal  control  in  the  districts 
and  regions  will  be  documented. 


The  need  to  review  internal  controls  over  payroll 
is  accepted  and  a  review  has  been  commenced. 


Regular  status  reports  will  be  sent  to  the  pro- 
gram head  office  for  monitoring  purposes. 


Cost  under-recoveries  will  be  highlighted  in  in- 
ternal reports  in  future. 
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The  cost  of  all  items  recorded  as  purchases  in 
the  equipment  inventory  quantity  records 
should  be  reconciled  to  the  annual  expendi- 
ture for  equipment. 

TRUST  FUNDS 

•  Internal  control  over  unpaid  treatment  allow- 
ances is  unsatisfactory  in  many  instances. 

Control  accounts  should  be  instituted  for 
memo  treatment  allowance  liabilities. 

Treatment  allowance  expenditure  listings 
should  be  subjected  to  scrutiny  and  there 
should  be  a  regular  post-audit  of  disburse- 
ments on  a  sample  basis. 

INTERNAL  AUDIT 

•  The  internal  audit  function  is  frequently  un- 
derstaffed as  it  is  difficult  to  obtain  the  neces- 
sary personnel  due  principally  to  the  extensive 
travel  required  and  the  lack  of  career  plan- 
ning for  internal  auditors. 

A  system  of  rotation  through  the  internal  au- 
dit function  should  be  introduced  as  a  means 
of  staffing  the  function  with  individuals  with 
upward  mobility  potential. 


DEPARTMENTAL  COMMENTS 


•  The  internal  audit  function  does  not  fully 
cover  the  program  head  offices,  the  Adminis- 
tration program  and  the  departmental  payroll 
records. 

Departmental  expenditures  not  currently  sub- 
ject to  internal  audit  should  be  included  in 
regular  audit  coverage. 

CLASSIFICATION  OF  ACCOUNTS 

•  Activities  and  sub-activities  in  the  Adminis- 
tration and  Treatment  Services  programs 
should  be  redefined  and  submitted  to  Trea- 
sury Board  for  approval. 

PROGRAM  FORECASTS 

•  Program  Forecasts  should  show  the  costs,  sav- 
ings, timing  and  other  effects  of  potential  hos- 
pital transfers  based  on  the  latest  information 
available. 


Corrective  action  will  be  taken. 


Corrective  action  will  be  taken. 


Corrective  action  will  be  taken. 


With  the  implementation  of  the  manager-devel- 
opment and  succession  plan,  upwardly  mobile 
individuals  in  other  classifications  as  well  as  FI 
can  be  identified  and  groomed  for  rotation 
through  internal  audit.  However,  there  is  a 
growing  need  to  examine,  on  a  government- 
wide  basis,  possible  incentives  for  financial  audi- 
tors who  are  required  to  travel  extensively. 


The  areas  identified  will  receive  priority  atten- 
tion in  future  audit  planning. 


This  is  accepted  with  the  proviso  that  any  deci- 
sion to  sub-divide  the  Administration  program 
would  be  dependent  on  general  government 
practice. 


Due  to  the  unpredictability  of  the  timing  of 
transfers  and  the  necessity  to  refrain  from 
adopting  premature  negotiation  stances,  formal 
disclosure  of  transfer  details  is  not  desirable. 
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MAIN  ESTIMATES 

•  Formal  procedures  should  be  established  for  a 
serious  challenge,  by  senior  departmental 
management,  of  all  major  components  of  pro- 
gram Estimates. 

•  A  formal  budgetary  planning  function  should 
be  established  within  the  Administration 
program. 

BUDGETARY  CONTROL  AND  CASH 
FORECASTING 

•  Operating  budgets  should  be  revised  when 
significant  changes  in  circumstances  occur. 

•  Non-controllable  costs  are  included  in  global 
operating  budgets  for  responsibility  centres 
which  may  result  in  undue  pressure  or  lack 
thereof  on  operating  budgets  due  to  matters 
outside  the  line  manager's  control. 

Non-controllable  costs  should  be  isolated  in 
separate  internal  allotments  within  the  oper- 
ating budgets. 

•  An  output-based  financial  management  re- 
porting system,  designed  to  highlight  devia- 
tions from  the  norm,  should  be  implemented. 

•  The  use  of  output  performance  measurement 
techniques  should  be  instituted  in  the  docu- 
mentation processing  areas  of  the 
Department. 

FINANCIAL  REPORTING 

•  The  division  of  data  processing  responsibili- 
ties between  the  Department  of  Supply  and 
Services  and  the  Department  should  be  prop- 
erly defined  and  documented. 

•  The  departmental  hospitals  utilize  accounting 
and  reporting  systems  which  are  different 
from  those  used  in  provincial  hospitals.  This 
does  not  allow  comparison  with  similar  pro- 
vincial hospitals  and  may  cause  transitional 
problems  when  the  hospitals  are  turned  over 
to  the  provinces. 

The  Department  should  assess  the  practicabil- 
ity and  benefits  of  using  provincial  accounting 
and  reporting  systems  in  its  hospitals. 


DEPARTMENTAL  COMMENTS 


This  has  been  accepted  and  a  systematic  chal- 
lenge by  senior  management  commenced  with 
the  recent  Program  Forecasts. 

A  formal  budgetary  planning  function  has  now 
been  initiated  within  the  Administration 
program. 


This  is  accepted. 


The  recommendation  is  accepted  in  principle 
and  each  program  will  study  this  proposal  for  its 
application  in  all  appropriate  circumstances. 
This  recommendation  is  fully  endorsed  and  ma- 
jor studies  intended  to  culminate  in  such  a  sys- 
tem are  underway. 

This  is  accepted  in  principle  and  is  considered  to 
be  a  potentially  productive  one  for  OPMS 
application. 


This  recommendation  is  accepted  and  work  is 
underway  to  define  and  document  data  process- 
ing responsibilities. 


While  there  are  still  some  differences  between 
federal  systems  and  those  in  provincial  hospi- 
tals, they  have  not  presented  problems  in  current 
operations  or  in  reaching  transfer  agreements 
and  the  recommendation  is  not  accepted. 
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RAPPORT  DE  L'AUDITEUR  GENERAL  DU  CANADA 

SUR  LES  PRATIQUES  DE  GESTION  ET  DE  CONTROLE  FINANCIERS 

AU  SEIN  DE  L' ADMINISTRATION  FEDERALE 


ETUDE  DE  LA  GESTION  ET  DU  CONTROLE  FINANCIERS 

(Le  present  texte  est  une  copie  integrate  de  la  partie  X  du  Rapport  de  PAuditeur  general  du 
Canada  devant  etre  presente  a  la  Chambre  des  communes  pour  Pannee  terminee  le  3 1  mars 
1975.) 

1.  En  1974,  mon  personnel,  seconde  par  des  associes  et  d'autres  membres  de 
seize  cabinets  canadiens  d'experts-comptables,  a  entrepris  d'etudier  a  fond  la  gestion  et  le 
controle  financiers  de  PAdministration  federate. 

Comme  Pindiquait  mon  Rapport  de  1974,  cette  etude  etait  motivee  par  notre  souci 
d 'examiner  la  valeur  des  systemes  et  controles  des  ministeres  et  organismes  dont  j'ai  la 
charge  de  verifier  les  comptes. 

Le  present  chapitre  expose  nos  conclusions  sous  une  forme  succinte.  L'etude  du  Supple- 
ment joint  a  mon  Rapport,  premier  Supplement  a  s'ajouter  a  un  rapport  d'un  auditeur 
general,  permettra  de  mieux  comprendre  le  sens  de  ces  conclusions  dont  on  a  saisi,  a  la  fin 
de  Pete  1975,  les  organismes  centraux  du  gouvernement  qui  ont  la  responsabilite  generate 
de  la  gestion  et  du  controle  financiers. 

Une  annexe  au  Supplement  contient  de  brefs  enonces  des  observations  et  recommanda- 
tions  presentees  aux  fonctionnaires  superieurs  des  ministeres  ayant  fait  Pobjet  d'une  etude, 
ainsi  que  leurs  commentaires. 

2.  L 'evaluation  des  systemes  et  controles  internes  financiers  et  comptables  fait 
partie  integrante  de  la  conception  moderne  de  la  verification  puisqu'elle  regit  la  nature  et 
Pampleur  de  tous  les  autres  sondages  de  verification.  Sachant  que  les  conclusions  de  l'etude 
determineraient  en  grande  partie  Petendue  et  la  nature  du  travail  futur  de  mes  verificateurs, 
le  Bureau  de  la  verification  a  consacre  a  cette  evaluation  une  part  considerable  de  ses 
ressources,  Pannee  derniere.  II  est  a  souligner  que  cette  etude  n'a  revele  aucun  cas  de  fraude 
ni  de  detournement  de  fonds  publics;  ce  n 'etait  d'ailleurs  pas  la  son  objet.  Elle  a  cependant 
fait  voir  que  de  telles  malversations  etaient  possibles. 

3.  Une  conclusion  evidente  se  degage  de  l'etude:  les  systemes  de  gestion  et  de 
controle  financiers  des  ministeres  et  organismes  de  PAdministration  federate  sont  actuelle- 
ment  loin  de  repondre  aux  normes  acceptables  de  qualite  et  d'efficacite  en  la  matiere. 

II  est  evident  qu'il  faudrait  accroitre  notablement  nos  sondages  de  verification,  a  moins 
que  le  gouvernement  ne  prenne  rapidement  des  mesures  de  correction.  A  noter,  toutefois, 
qu'un  accroissement  des  sondages  de  verification  ne  saurait  remplacer  une  gestion  et  un 
controle  financiers  ad6quats.  C'est  pourquoi  j'ai  decide  de  communiquer  le  plus  tot  possible 
aux  autorites  administratives  competentes  les  resultats  de  notre  etude,  afin  qu'elles  puissent 


entreprendre  de  remedier  aux  lacuncs  decelees,  sans  attendre  la  publication  de  mon 
Rapport. 

4.  Voici  quelques-unes  de  nos  conclusions: 

le  Secretariat  du  Conseil  du  tresor  a  pris  d'importantes  mesures  depuis  deux  ans, 
mais  il  lui  reste  beaucoup  a  faire  pour  s'acquitter  adequatement  des  fonctions  que  lui 
present  la  Loi  en  matiere  de  gestion  et  de  controle  financiers  au  sein  de  FAdministra- 
tion  federale; 

les  rapports  financiers  que  les  ministeres  obtiennent  du  ministere  des  Approvisionne- 
ments  et  Services  ne  sont  pas  suffisamment  bons  et  ne  leur  parviennent  pas  a  temps; 
les  systemes  de  comptabilite  et  de  rapports  financiers  des  ministeres  font  done 
largement  double  emploi; 

les  ministeres  n'ont  pas  utilise  au  mieux  les  pouvoirs  accrus  que  leur  ont  conferes,  en 
matiere  de  finances,  les  modifications  apportees  en  1969  a  la  Loi  sur  Fadministration 
financiere; 

-  les  renseignements  financiers  contenus  dans  le  Budget  des  depenses  et  les  Comptes 
publics  laissent  beaucoup  a  desirer,  car  ni  le  Parlement  ni  le  grand  public  ne  sont 
suffisamment  informes  de  Femploi  qui  est  fait  des  credits  votes; 

malgre  le  temps  et  les  efforts  considerables  des  cadres  de  {'Administration  a  tous  les 
niveaux,  les  budgets  des  ministeres  ne  sont  pas  assez  precis  pour  fournir  une  base 
solide  au  controle  du  rendement  de  la  gestion; 

bien  que  les  systemes  de  controle  budgetaire  previennent,  comme  Fexige  la  Loi,  tout 
depassement  des  credits  votes,  ils  n'indiquent  pas  aux  gestionnaires  si  les  buts  vises 
ont  ete  atteints,  ce  qu'ils  pourraient  faire  en  comparant  des  objectifs  bien  definis 
avec  des  resultats  explicites,  si  possible,  quantitativement; 

-  en  raison  des  faiblesses  du  controle  financier,  les  donnees  financieres  sont  peu  sures 
et  les  ministeres  s'exposent  a  etre  victimes  d'actes  frauduleux; 

les  verifications  internes,  qui  pourraient  reveler  des  lacunes,  laissent  beaucoup  a 
desirer,  tant  du  point  de  vue  de  Fetendue  que  de  la  qualite; 

-  il  y  a  un  manque  general  de  personnel  competent  en  matiere  de  systemes  de  controle 
financier;  et 

les  attributions  du  personnel  financier,  dans  maints  ministeres  et  organismes  fede- 
raux,  sont  interpretees  de  telle  facpn  que  d'importants  aspects  du  controle  financier 
ne  recoivent  pas  toute  Fattention  voulue. 

5.  Les  recommandations  de  la  presente  partie  concernent  surtout  Fensemble  de 
FAdministration  federale.  Les  questions  precises  a  Fegard  desquelles  les  dirigeants  des 
ministeres  et  organismes  peuvent  prendre  des  mesures  sans  Fintervention  des  rouages 
centraux,  ont  fait  Fobjet  de  rapports  distincts  que  nous  avons  adresses  a  ces  dirigeants. 


L 'accent  mis  sur  les  mesures  et  les  etudes  dont  les  organismes  centraux  devraient  prendre 
l'initiative,  ainsi  que  les  propositions  visant  a  faciliter  cette  action  en  clarifiant  les  responsa- 
bilites  centrales,  ne  sauraient  etre  considered  comme  etant  de  nature  a  diminuer  de  quelque 
facon  la  responsabilite  primordiale  des  sous-chefs  en  matiere  de  gestion  et  de  controle 
financiers  dans  leurs  ministeres  respectifs.  Meme  si  Ton  peut  conclure  que  les  sous-chefs  ont 
neglige  cet  aspect  important  de  leurs  attributions  depuis  1969,  epoque  a  laquelle  la  loi  leur 
a  assigne  un  role  precis  a  cet  egard,  leur  reaction  positive  aux  recommandations  enumerees 
a  l'annexe  au  Supplement  me  parait  encourageante  et  digne  de  mention. 

Neanmoins,  l'adoption,  selon  la  recommandation  du  Comite  independant  de  revision,  de 
l'usage  britannique  qui  consiste  a  designer  les  sous-chefs  comme  agents  comptables  des 
credits  attribues  a  leur  ministere,  aurait  pour  effet  de  mettre  en  relief  leur  responsabilite 
envers  le  Parlement  pour  ce  qui  est  des  fonds  publics  confies  a  leur  gestion,  ainsi  que  leur 
responsabilite  envers  le  Premier  ministre  qui  les  nomme,  et  envers  le  gouvernement  dont  ils 
sont  les  administrateurs. 

Le  Supplement  indique  toutes  les  lacunes  et  faiblesses  mises  en  lumiere  par  1 'etude  et 
propose  divers  remedes  possibles.  On  y  trouve  aussi  une  description  minutieuse  du  fonction- 
nement  des  divers  mecanismes  financiers  des  services  de  1'Etat.  Nous  publions  tous  ces 
renseignements,  car  nous  jugeons  important  de  les  mettre  a  la  disposition  de  la  Chambre 
des  communes. 

La  presente  partie  mentionne  les  principales  lacunes  observees  et  enonce  de  nouveau  en 
entier  les  lignes  de  conduite  recommandees.  Pour  qu'il  soit  plus  facile  de  se  reporter  au 
Supplement,  les  numeros  de  chapitre  et  de  paragraphe  sont  indiques  entre  parentheses. 

Budget  des  depenses  et  Comptes  publics  (Chapitre  II) 

6.  Budget  des  depenses  (paragraphes  2.1  a  2.35)      -  Les  changements  intervenus 

dans  la  forme  du  Budget  des  depenses  ces  dix  dernieres  annees  ont  considerablement  reduit 
l'efficacite  du  controle  des  depenses  publiques  qu'exerce  le  Parlement  parce  qu'on  a  rare- 
ment  justifie,  au  moyen  de  renseignements  appropries,  la  reduction  du  nombre  des  credits 
et  leur  libelle  en  termes  plus  generaux.  Ainsi: 

la  reduction  du  nombre  des  credits  et  leur  libelle  en  termes  plus  generaux  ont  donne 
une  plus  grande  marge  de  manoeuvre  a  la  gestion,  mais  la  diminution  du  controle 
parlementaire  n'a  pas  ete  neutralised  par  des  informations  sur  les  activites  qui 
reveleraient  mieux  les  couts  des  programmes; 

le  contenu  des  exposes  repond  rarement  aux  criteres  du  Conseil  du  tresor  concernant 
les  objectifs  de  programme,  qui  eclaireraient  le  Parlement;  et 

les  informations  descriptives  ne  precisent  pas  suffisamment  ce  que  font  reellement  les 
executants  des  programmes,  n'indiquent  pas  beaucoup  non  plus  qui  en  beneficie,  ni 
quels  sont  les  resultats  precis  recherches. 


II  est  peu  probable  qu'on  puisse  mettre  au  point  un  mode  uniforme  de  presentation  qui 
repondrait  aux  besoins  du  Parlement  dans  tous  les  cas.  Le  Budget  des  depenses,  sous  sa 
forme  actuelle,  montre  qu'une  normalisation  trop  poussee  se  traduit  par  une  perte  notable 
d 'information.  En  apportant  les  changements  precites,  le  Conseil  du  tresor,  tout  en  s'effor- 
cant  d'ameliorer  la  forme  du  Budget,  ne  semble  pas  avoir  accorde  toute  l'attention  voulue 
au  controle  financier. 

Les  pratiques  actuelles  ne  permettent  pas  de  connaitre  avec  certitude  la  nature  des 
depenses  que  les  credits  sont  censes  couvrir.  II  est  done  difficile,  pour  mon  Bureau,  de 
s'acquitter  de  la  mission  qui  m'est  confiee  en  vertu  de  Particle  61(1  )c)  de  la  Loi  sur 
Fadministration  financiere,  a  savoir  d'attirer  l'attention  sur  tous  les  cas  oil  «un  credit 
budgetaire  a  ete  depasse  ou  a  ete  affecte  a  une  fin  ou  d'une  maniere  non  autorisee  par  le 
Parlement ». 

II  faudrait  se  livrer  a  une  etude  approfondie  de  la  forme  du  Budget  des  depenses  ainsi  que 
des  donnees  que  presentent  les  divers  ministeres  et  organismes  a  I'appui  de  leurs  demandes  de 
credits,  afin  de  determiner  les  modifications  necessaires  a  une  meilleure  divulgation  des  details 
et  a  un  meilleur  controle  du  Parlement  et  du  gouvernement  sur  les  depenses  minister ielles,  par 
rapport  aux  credits  votes.  (2.35) 

7.  Comptes  publics  (paragraphes  2.36  a  2.46)     -  Toute  modification  qui  decoule- 

rait  d'une  etude  du  Budget  des  depenses  entrainerait  automatiquement  une  amelioration 
des  Comptes  publics;  cependant,  on  pourrait  aussi  ameliorer  ces  derniers  a  d'autres  egards. 
Par  exemple: 

-  quiconque  ne  connait  pas  a  fond  le  contenu  des  volumes  des  Comptes  publics  et 
l'endroit  ou  sont  consignes  les  divers  renseignements  qu'ils  contiennent,  s'y  retrouve 
difficilement; 

dans  une  large  mesure,  les  informations  sur  les  depenses  se  repetent;  et 

-  l'information  que  fournissent  les  Comptes  publics  ne  suit  pas  assez  etroitement  la 
structure  du  Budget  des  depenses  pour  permettre  au  gouvernement  de  s'acquitter 
comme  il  convient  de  sa  responsabilite  envers  le  Parlement. 

Comme  la  structure  du  Budget  des  depenses  constitue  le  fondement  des  comptes  que  doit 
rendre  le  gouvernement,  les  discordances  entre  le  Budget  des  depenses  et  les  Comptes 
publics  devraient  etre  corriges.  En  outre,  puisque  les  Comptes  publics  traitent  des  opera- 
tions reellement  effectuees,  ils  devraient  etre  conc,us  de  maniere  a  fournir  des  renseigne- 
ments sous  une  forme  plus  precise  que  le  Budget  des  depenses,  lequel  concerne  les  opera- 
tions a  venir.  Les  renseignements  succincts  que  le  Budget  des  depenses  donne  a  l'egard  des 
activites  devraient  figurer  de  facon  plus  detaillee  dans  les  Comptes  publics  et  etre  assortis  de 
donnees  non  financieres  sur  les  resultats  obtenus. 


Les  Comptes  publics  devraient  contenir  des  donnees  allant  au-dela  de  celles  du  Budget 
des  depenses;  neanmoins,  les  deux  documents  devraient  etre  etroitement  coordonnes.  Si  un 
seul  organisme  central  etait  charge  d'etablir  la  forme  du  Budget  des  depenses  et  des 
Comptes  publics,  il  serait  possible  de  rendre  au  Parlement  des  comptes  plus  appropries  et 
plus  homogenes.  II  s'ensuivrait  que: 

les  affectations  de  credits  et  les  details  a  l'appui,  dans  le  Budget  des  depenses, 
seraient  agences  d'une  maniere  qui  permettrait  ulterieurement  la  presentation  de 
comptes  rendus  satisfaisants; 

on  disposerait  d 'informations  comptables  detaillees  pour  etayer  les  demandes  de 
credits  avant  que  des  modifications  soient  apportees  au  Budget  des  depenses; 

la  matiere  analytique  des  Comptes  publics  se  rattacherait  aux  informations  presen- 
tees a  l'appui  du  Budget  des  depenses;  et 

les  deux  documents  permettraient  d'aborder  de  facpn  coherente  le  probleme  qui  se 
pose  de  faire  clairement  ressortir  les  aspects  financiers  des  programmes  de  l'Etat,  de 
plus  en  plus  complexes,  varies  et  changeants. 

Un  seul  organisme  central  devrait  etre  charge  d'etablir  la  forme  du  Budget  des  depenses  et 
des  Comptes  publics  defacon  qu'on  puisse  rendre  au  Parlement  des  comptes  plus  satisfaisants 
et  plus  homogenes.  (2.46) 

Affectation  des  ressources  (Chapitre  III) 

8.  Le  present  Rapport  se  preoccupe  non  pas  du  bien-fonde  des  decisions  prises 
en  ce  qui  touche  l'affectation  des  fonds  disponibles,  mais  de  la  valeur  et  de  la  qualite  de 
l'information  sur  laquelle  ces  decisions  se  fondent,  ainsi  que  de  la  necessite  de  formuler  et 
de  communiquer  cette  information  assez  clairement  pour  que  les  gestionnaires  puissent 
administrer  et  controler  les  fonds  publics  conformement  aux  intentions  du  Parlement  et  du 
gouvernement. 

9.  Communication  des  priorites  et  des  objectifs  gouvernementaux  (paragraphes 
3.7  a  3.18)  -  Si  Ton  veut  obtenir  une  gestion  et  un  controle  efficaces  des  fonds,  il  faut  que 
tous  les  interesses  conqoivent  clairement  les  objectifs  envisages  au  moment  de  l'affectation 
de  ces  ressources. 

Un  element  essentiel  d'une  bonne  gestion  financiere,  c'est  la  communication  essentiel 
d'une  bonne  gestion  financiere,  c'est  la  communication  reelle  non  seulement  des  priorites 
etablies  pour  l'ensemble  des  objectifs  gouvernementaux,  aux  plus  hauts  paliers  de  l'admi- 
nistration,  mais  aussi  des  buts  precis  des  sous-activites  connexes,  au  niveau  des  gestionnai- 
res d 'exploitation.  Dans  bien  des  cas,  le  personnel  charge  d'etablir  les  previsions  de  pro- 
gramme -  en  somme,  de  planifier  les  depenses  futures  -  n'est  pas  suffisamment  informe  des 
objectifs  du  gouvernement  ou  de  ceux  de  son  propre  ministere. 


Les  previsions  dc  programme  presentees  au  Secretariat  du  Conseil  du  tresor  ne  consti- 
tuent souvent  qu'une  agregation  des  priorites  des  divers  gestionnaires,  et  non  une  reponse 
unifiee  des  objectifs  du  gouvernement  ou  de  la  haute  direction  du  ministere.  Les  gestionnai- 
res tendent  a  exercer  des  pressions  excessives  en  vue  de  hausser  le  plafond  des  depenses. 
Sans  priorites  convcnablcment  etablies,  ils  n'ont  guere  raison  d'agir  autrement. 

Le  processus  actuel  ne  donne  pas  une  idee  claire  des  objectifs  a  atteindre  au  cours  de 
l'annee  financiere,  bien  qu'il  facilite  les  compromis  en  n'exposant  pas  les  plans  et  priorites 
ou  en  ne  les  formulant  qu'en  termes  generaux. 

//  faut  /aire  connaitre  officiellement  et  a  temps  aux  gestionnaires  responsables  des  divers 
aspects  de  la  planification  financiere  les  objectifs  et  priorites  du  governement  et  du  ministere, 
qui  doivent  en  outre  etre  sujfisamment  detailles  pour  leur  servir  de  guide.  (3.18) 

10.  Attribution  de  la  responsabilite  des  previsions  de  programme  (paragraphes  3.32 

a  3.36)  -  Le  Manuel  du  Conseil  du  tresor  concernant  les  previsions  de  programme  et  le 
Budget  des  depenses  precise  que  les  previsions  de  programme  devraient  etre  reunies  a  partir 
du  sommet  de  la  hierarchie,  c'est-a-dire  centralisees  au  niveau  de  la  haute  direction,  les 
autres  paliers  fournissant  des  informations  de  planification  grace  a  un  dialogue  continu. 
Cependant,  de  nombreux  ministeres  recourent  a  la  voie  ascendante,  ce  qui  les  oblige  a 
combiner  des  previsions  etablies  a  divers  niveaux.  Cela  donne  lieu  a  de  tres  longs  travaux,  a 
un  exces  de  details,  a  une  perte  de  temps  au  niveau  des  gestionnaires  subalternes  et  a  un 
sentiment  de  frustration  chez  les  gestionnaires,  en  presence  de  modifications  budgetaires 
apparemment  arbitraires. 

Les  previsions  de  programme  detaillees,  etablies  par  les  gestionnaires  subalternes  jusqu 'a 
15  mois  avant  le  debut  de  l'annee  financiere,  constituent  souvent  la  base  des  budgets 
d 'exploitation,  qui  servent  ensuite  de  critere  pour  1'evaluation  du  rendement  des  gestionnai- 
res. Ces  budgets  detailles  devraient  etre  etablis  plus  tard,  une  fois  les  questions  de  program- 
mes reglees,  les  modifications  de  prix  connues  et  les  resultats  financiers  de  l'annee  courante 
plus  complets. 

Les  gestionnaires  superieurs  des  ministeres  et  organismes  devraient  centraliser  la  prepara- 
tion des  previsions  de  programme,  les  gestionnaires  des  autres  niveaux  leur  fournissant  les 
renseignements  necessaires  a  la  planification,  surtout  au  moyen  d'un  dialogue  constant  avec  le 
bureau  principal.  (3.36) 


11.  Teneur  des  presentations  de  previsions  de  programme  (paragraphes  3.37  a  3.40) 

-  Le  mode  d'etablissement  des  previsions  de  programme  amene  a  fournir  des  informa- 
tions detaillees  dont  le  Conseil  du  tresor  n'a  pas  besoin  pour  affecter  les  ressources.  Dans 
certains  cas,  cependant,  ces  previsions  ne  fournissent  pas  les  renseignements  qu'il  faut  au 
Conseil  du  tresor,  lequel  doit  alors  les  obtenir  lui-meme  a  la  source. 


Ilfaudrait  etudier  quels  sont  les  remeignements  necessaires  a  I'etablissement  des  previsions 
de programme  de  maniere  a  n'exiger  que  des  details  indispensables  et  a preciser  clairement  le 
genre  de  renseignements  propres  a  reflet er  la  nature  foncierement  differente  des  divers  ministe- 
res  et  organismes  ainsi  que  celle  des  programmes  diversifies  qu'ils  administrent.  (3.40) 

12.  Evaluation  des  programmes  permanents  (paragraphes  3.41  a  3.46)       -  Une 

importante  partie  des  programmes  actuels  ne  fait  pas  automatiquement  l'objet  d'un  exa- 
men  par  les  ministeres,  le  Conseil  du  tresor  ou  le  Cabinet.  Le  Conseil  du  tresor  peut  aviser 
les  ministeres  de  supprimer  ou  de  reduire  une  activite  moins  prioritaire  en  faveur  d'une 
nouvelle,  mais  sans  tenir  compte  de  ce  que  d'autres  ministeres  et  organismes  peuvent  avoir 
des  activites  encore  moins  prioritaires  qu'il  conviendrait  de  supprimer. 

Tous  les  programmes  devraient  faire  l'objet  d'un  examen  periodique  approfondi  de  la  part 
des  ministeres,  avec  une  participation  appropriee  des  organismes  centraux  pour  permettre  a  ces 
derniers  de  s'acquitter  de  leurs  responsabilites  en  matiere  d' attributions  des  ressources  et  de 
controle  budget  aire.  (3.46) 

13.  Examen  des  besoins  en  personnel  (paragraphes  3.47  a  3.48)  -  Nombre  de 
ministeres  etablissent  leurs  previsions  de  programme  sans  avoir  evalue  de  facon  realiste  les 
possibilites  de  pourvoir  aux  nouveaux  postes.  Ainsi  ils  peuvent  disposer  de  fonds  pour 
d'autres  fins,  ce  qui  reduit  la  necessite  d'un  controle  budgetaire  etroit. 

II  est  essentiel  de  verifier  si  le  personnel  necessaire  sera  vraisemblablement  disponible, 
avant  d'approuver  les  previsions  de  depenses  des  ministeres.  Cette  precaution  donnerait  en 
meme  temps  aux  services  de  recrutement  les  delais  dont  ils  ont  un  pressant  besoin. 

Les  divisions  du  personnel  des  ministeres  devraient  participer  a  I'examen  des  previsions  de 
programme.  En  outre,  la  direction  de  la  politique  du  personnel  du  Secretariat  du  Conseil  du 
tresor  et  la  Commission  de  la  Fonction  publique  devraient  etre  consultees  au  sujet  de  I'inciden- 
ce  des  previsions  de  programme  sur  la  dotation  en  personnel  avant  que  le  Conseil  du  tresor 
approuve  les  niveaux  budgetaires.  (3.48) 

14.  Qualite  de  1'information  (paragraphes  3.49  a  3.64)  -  Par  suite  de  1'insufflsance 
des  donnees,  les  presentations  de  previsions  de  programme  et  du  Budget  des  depenses 
refletent  des  lacunes.  Le  personnel  de  la  direction  des  programmes  du  Conseil  du  tresor 
manque,  semble-t-il,  du  temps  et  de  l'experience  voulus  pour  obtenir  que  les  ministeres 
elaborent  de  bons  systemes  de  categorisation  des  couts;  il  semble  aussi  que  les  ministeres  ne 
sont  peut-etre  pas  mecontents  d'une  structure  de  programmes  et  d 'activites  qui  leur  assure 
les  fonds  dont  ils  ont  besoin,  en  n'ayant  a  donner  qu'un  minimum  d 'indications  sur  leur 
emploi  futur.  Par  exemple: 

-  les  previsions  de  programme  sont  souvent  etablies  de  facon  si  approximative  qu'on 
ne  possede  guere  d 'elements  pour  mettre  en  doute  l'efficacite  ou  le  rendement  de 
l'activite  qui  s'exerce  dans  chaque  service  organique; 


lc  recours  a  des  donnees  non  financieres  comme  moyen  d'evaluer  le  rendement  a 
connu  un  succes  limite; 

les  previsions  tendent  a  ne  pas  tenir  compte  des  effets  de  redressement  qui  decoulent 
de  l'experience  acquise;  le  Secretariat  du  Conseil  du  tresor  n'exerce  guere  de  surveil- 
lance complementaire  systematique  pour  verifier  l'integrite  des  previsions  de  depen- 
ses  emanant  des  ministeres; 

-  bon  nombre  de  ministeres  ne  prevoient  pas  avec  precision  leurs  besoins  pour  les 
annees  a  venir; 

l'hypothese  selon  laquelle  les  accroissements  de  productivity  compenseraient  les 
hausses  de  salaires  et  de  prix  encourage  les  directeurs  de  programmes  a  exagerer 
certaines  de  leurs  autres  exigences  budgetaires  afin  d'obtenir  les  fonds  necessaires 
pour  contrebalancer  les  effets  de  l'inflation;  et 

-  on  ne  tient  aucun  compte  de  l'effet  des  fluctuations  annuelles  des  stocks. 

Toutes  ces  lacunes  font  ressortir  la  necessite  d'un  nouvel  effort  pour  s 'assurer  que  toutes 
ces  questions  recoivent  l'attention  qu'elles  meritent. 

Des  initiatives  s'imposent  pour  ameliorer  la  qualite  des  donnees  presentees  dans  les  deman- 
des  quant  aux  previsions  de  programme  et  au  Budget  des  depenses,  c'est-a-dire: 

reevaluer  la  structure  actuelle  des  programmes  et  activites  ministeriels  pour  s'assurer 
qu  'elle  est  appropriee; 

encourager  I'emploi  de  methodes propres  a  accroitre  V aptitude  des  systemes  financiers  a 
mesurer  le  rendement; 

examiner  plus  a  fond  les  donnees  presentees  par  les  ministeres; 

contrbler  a  posteriori  les  depenses  reelles  pour  evaluer  la  qualite  des  donnees 
budgetaires; 

confier  a  un  rouage  central  le  soin  d'etablir  la  base  du  calcul  des  montants  inclus  pour 
absorber  l'inflation; 

examiner  l'effet  de  la  variation  des  niveaux  des  stocks;  et 

contrbler  a  posteriori  les  projections  comprises  dans  les  previsions  de  programme,  a 
I'egard  des  annees  futures.  (3.64) 

15.  Communication  du  detail  des  methodes  et  des  decisions  (paragraphes  3.65  a 

3.71)  -  Les  documents  du  Conseil  du  tresor  qui  font  connaitre  aux  ministeres  le  processus 
budgetaire  n'offrent  qu'un  tableau  fragmentaire  des  diverses  regies  et  des  divers  principes 
pertinents. 


Le  Manuel  des  previsions  de  programme  et  du  budget  des  depenses  renvoie  le  lecteur  au 
Guide  qu'a  publie  le  Conseil  au  sujet  de  la  rationalisation  des  choix  budgetaires,  pour  ce 
qui  est  des  principes  applicables  du  systeme  budgetaire.  Ce  Guide,  imprime  en  1969,  n'a 
pas  ete  mis  a  jour;  il  est  maintenant  epuise  et  Ton  n'a  pas  decide  s'il  sera  reedite. 

Quatre  circulaires  budgetaires  distinctes  exposent  en  detail  des  methodes  ayant  trait  a 
des  points  precis  telles  les  depenses  d'immobilisations. 

Le  Secretariat  du  Conseil  du  tresor  ne  formule  pas  de  commentaires  ecrits  sur  la  nature  et 
la  qualite  des  renseignements  compris  dans  les  previsions  de  programme;  il  ne  propose  pas 
non  plus  officiellement  de  moyens  propres  a  eliminer  les  lacunes. 

La  qualite  de  Pinformation  et  de  la  presentation  des  previsions  de  programme  varie  d'un 
ministere  a  l'autre.  Les  faiblesses  tendent  a  se  repeter  d'annee  en  annee,  et  c'est  d 'ordinaire 
le  personnel  des  ministeres  qui  entreprend  d'apporter  des  ameliorations. 

//  faudrait  preparer  un  manuel  complet  sur  V attribution  des  ressources  contenant  une 
version  consolidee  et  mise  a  jour  des  sections  pertinentes  des  manuels,  guides  et  circulaires  du 
Conseil  du  tresor  qui  traitent  du  processus  d' attribution  des  ressources.  Ces  documents  de- 
vraient  etre  completes  par  des  lettres  annuelles  a  Vadresse  de  chaque  ministere,  qui  propose- 
raient  des  ameliorations  touchant  la  qualite,  le  contenu  et  la  presentation  des  demandes  de 
I'annee  precedente.  Chaque  ministere  devrait  y  repondre  officiellement  en  exposant  les  amelio- 
rations qu'il projette  d'apporter  a  I'avenir.  (3. 71) 

16.  Analystes  de  programmes  (paragraphes  3.72  a  .375)  -  Chez  les  analystes  de  la 
direction  des  programmes  du  Secretariat  du  Conseil  du  tresor,  l'indice  de  rotation  est  assez 
eleve.  Des  personnes  manifestement  competentes  sont  engagees  par  le  Conseil,  habituelle- 
ment  pour  trois  ans,  etant  entendu  qu'elles  seront  finalement  mutees  dans  un  ministere 
d 'execution.  Malheureusement,  bien  des  analystes  de  programmes  quittent  le  Conseil  avant 
la  fin  de  cette  periode. 

Cet  indice  de  rotation  du  personnel  cree  un  probleme  serieux,  car  l'affectation  des 
ressources  est  un  aspect  complexe  et  important  de  l'administration  financiere  du  secteur 
public. 

Le  Secretariat  du  Conseil  du  tresor  devrait  etudier  les  causes  du  fort  indice  de  rotation  des 
analystes  de  programme  et  prendre  les  mesures  pour  corriger  la  situation.  (3. 75) 

17.  Description  des  methodes  (paragraphes  3.76  et  3.77)  -  L'effet  du  changement 
de  personnel  s'est  accentue  par  suite  d'une  formation  initiale  insuffisante  et  d'un  manque  de 
methodes  normalisees  d 'evaluation  des  presentations.  Si  les  methodes  et  le  fondement  des 
prises  de  decisions  etaient  decrits  officiellement,  on  aiderait  les  nouveaux  analystes  a 
s'adapter  plus  rapidement. 


Pour  appuyer  ses  decisions,  la  direction  des  programmes  devrait  normaliser,  pour  usage 
interne,  les  listes  de  controle,  les  questionnaires  et  les  procedes  pertinents.  (3.77) 

18.  Apprentissage  des  m^thodes  (paragraphes  3.78  a  3.80)  -  Les  personnes  qui 
s'occupent  de  l'affectation  des  ressources  dans  les  ministeres  et  au  Conseil  du  tresor  ne 
recoivent  aucune  formation  officielle,  ni  en  ce  qui  touche  les  notions  de  base,  ni  le  detail  des 
methodes. 

Meme  si  certains  aspects  du  processus  d 'affectation  des  ressources  sont  traites  dans  divers 
cours  generaux,  il  n'existe  aucun  programme  centralise  de  formation  qui  permettrait  aux 
employes  d'apprendre  a  fond  le  processus  en  question.  Un  tel  programme  s'impose. 

Ilfaudrait  developper  un  cours  intensif  de  formation  portant  sur  tous  les  aspects  pertinents 
de  l'affectation  des  ressources.  Ce  cours  devrait  etre  obligatoire  pour  tous  les  fonctionnaires  qui 
s'occupent  surtout  de  planification  et  d'etablissement  du  budget  dans  chaque  ministere  et 
organisme.  (3.80) 

19.  Revenus  non  fiscaux  (paragraphes  3.81  a  3.86)  -  Par  suite  des  modifications 
apportees  a  la  Loi  sur  l'administration  financiere  en  1969,  lesquelles  autorisaient  la  delega- 
tion aux  ministeres  du  pouvoir  de  fixer  le  tarif  ou  les  frais  des  services  qu'ils  assurent  au 
public,  bien  des  ministeres  ont  cherche  a  etablir  ou  a  majorer  ces  frais.  Dans  bien  des  cas, 
les  demandes  de  majoration  ont  ete  differees  pour  diverses  raisons,  et  certains  ministeres  ont 
invoque  leur  experience  pour  se  justifier  de  ne  pas  faire  des  examens  periodiques  aux  fins 
d 'etablir  la  necessite  de  modifier  leur  tarif. 

Les  ministeres  devraient  etre  tenus  d'evaluer  annuellement  les  services  qu'ils  assurent  au 
public,  a  la  lumiere  des  lignes  directrices  du  Conseil  du  tresor,  et  de  presenter  des  recomman- 
dations  preconisant  le  maintien  des  politiques  visant  les  revenus  ou  V augmentation  ou  la 
reduction  des  frais  exiges,  par  suite  de  revolution  de  la  nature  des  services  offerts  ou  de  leur 
prix  de  revient.  De  son  cote,  le  Conseil  du  tresor  devrait  etre  tenu  de  presenter  au  gouverneur 
en  conseil  des  recommandations  annuelles  sur  les  politiques  en  matiere  de  revenu,  pour  que 
celui-ci  les  examine  en  vertu  de  Varticle  13  de  la  Loi  sur  l'administration  financiere.  (3.86) 

Controle  budgetaire  (Chapitre  IV) 

20.  Emploi  des  affectations  (paragraphes  4.10  a  4.12)  -  En  general,  les  ministeres 
tiennent  des  registres  satisfaisants  des  credits  et  des  affectations. 

Le  Conseil  du  tresor  peut  diviser  les  credits  en  affectations,  pour  faire  en  sorte  que  les 
ministeres  n'emploient  pas  leurs  fonds  a  une  autre  fin  que  celle  expressement  prevue.  Ces 
dernieres  annees,  le  recours  a  cette  disposition  n'a  pas  ete  tres  frequent,  mais,  dans  l'annee 
en  cours,  le  Conseil  a  fait  des  salaires  une  affectation  distincte  pour  la  plupart  des 
ministeres. 
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Le  Conseil  du  tresor  devrait  etablir  des  affectations  distinctes  lorsque  d'importantes  sommes 
sont  prevues  a  des  fins  discretionnaires,  et,  partant,  soumises  au  controle  des  gestionnaires. 
(4.12) 

21.  Necessite  de  la  comptabilisation  des  engagements  (paragraphes  4.13  a  4.17)  - 
La  Loi  exige  que  tous  les  ministeres  tiennent  tout  au  long  de  l'annee  des  registres  detailles 
de  leurs  engagements;  neanmoins,  plusieurs  estiment  que  cela  est  inutile  puisqu'ils  n'ont 
jamais  depasse  leurs  credits  et  qu'ils  ne  le  feront  probablement  pas  a  l'avenir.  D 'autre  part, 
ils  sont  d'avis  qu'il  ne  faut  consigner  les  engagements  que  vers  la  fin  de  l'annee  financiere 
pour  faire  en  sorte  de  ne  pas  franchir  les  limites  de  leurs  credits. 

Les  ministeres  dotes  de  systemes  convenables  de  controle  budgetaire  et  de  rapports  financiers 
ne  devraient  etre  tenus  de  consigner  leurs  engagements  que  vers  la  fin  de  l'annee,  s'il  y  a  lieu. 
(4.17) 

22.  Controle  au  moyen  de  rapports  financiers  periodiques  (paragraphes  4.18  a  4.29) 

-  De  nombreux  systemes  de  controle  budgetaire  et  de  rapports  financiers  des  ministeres  ne 
fournissent  pas  d 'information  satisfaisante  utilisable  de  la  fa^on  envisagee  dans  le  Guide 
d 'administration  financiere  du  Conseil  du  tresor. 


Ces  dernieres  annees,  nombre  de  ministeres  disposaient,  dans  leur  budget,  de  fonds 
applicables  a  des  postes  non  pourvus.  II  en  resulte  que  certains  budgets  d 'exploitation  sont 
excessifs,  de  sorte  que  les  gestionnaires  des  ministeres  n'ont  pas  cru  necessaire  d'exercer  un 
controle  budgetaire  efficace  au  moyen  d'une  comparaison  entre  les  couts  prevus  et  les  couts 
reels  d'une  part  et,  d 'autre  part,  les  resultats  reellement  obtenus. 

Certains  gestionnaires  desirent  reellement  disposer  d'un  moyen  efficace  de  controle 
budgetaire  sous  la  forme  de  rapports  financiers,  mais  les  systemes  ministeriels  ne  sont 
generalement  pas  de  nature  a  satisfaire  a  leurs  besoins. 

Les  systemes  de  controle  budgetaire  et  de  rapports  financiers  des  ministeres  exigent  au 
minimum: 

des  elements  de  couts  et  des  renseignements  sur  les  coiits  convenablement  de  finis,  pour 
que  les  gestionnaires  puissent  etre  tenus  responsables  de  leur  rendement; 

des  budgets  detailles  relies  a  des  periodes  determinees  correspondant  a  Vattribution  des 
responsabilites  de  gestion; 

des  elements  budgetaires  et  comptables  uniformes; 

Vetablissement  et  la  diffusion  en  temps  voulu  de  rapports  financiers  periodiques;  et 

V analyse  des  ecarts  entre  les  resultats  prevus  et  les  resultats  obtenus.  (4.29) 
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23.  Utilisation  des  donnees  non  financieres  (paragraphes  4.30  a  4.35)  -  Etant 
donne  que  dans  le  secteur  public  le  rendement  ne  saurait  etre  evalue  uniquement  du  point 
de  vue  financier,  il  faut  fournir  d'autres  donnees  traduisant  mieux  les  resultats  obtenus.  La 
plupart  des  ministeres  ne  mesurent  pas  systematiquement  le  rendement.  Dans  les  cas  ou  ces 
renseignements  sont  recueillis,  une  bonne  partie  se  revele  peu  fiable.  Pour  que  les  comparai- 
sons  entre  les  couts  et  les  avantages  soient  valables,  ces  renseignements  devraient  etre 
assujettis  aux  memes  controles  que  les  donnees  financieres,  et  les  deux  elements  devraient 
etre  etablis  de  facon  uniforme. 

Des  indicateurs  de  rendement  doivent  /aire  partie  integrante  des  systemes  ministeriels  de 
controle  budgetaire  et  de  rapports  financiers,  dans  tous  les  secteurs  pouvant  etre  reellement 
mesures.  (4.35) 

24.  Approbation  centralisee  des  systemes  (paragraphes  4.36  a  4.38)  -  La  plupart 
des  ministeres  n'ont  pas  conc,u  ni  applique  de  bons  systemes  de  plupart  des  ministeres  n'ont 
pas  con^u  ni  applique  de  bons  systemes  de  controle  budgetaire  et  de  rapports  financiers, 
parce  qu'ils  ne  s'en  preoccupent  guere,  du  fait  qu'ils  estiment  qu'il  est  facile  d'obtenir  des 
fonds.  Les  instructions  du  Guide  d 'administration  financiere  du  Conseil  du  tresor  concer- 
nant  le  controle  budgetaire  devraient  revetir  un  caractere  obligatoire  dans  la  plupart  des 
cas. 

Un  organisme  central  devrait  etre  charge  d'approuver  et  de  reevaluer  periodiquement  les 
systemes  ministeriels  de  controle  budgetaire  et  de  rapports  financiers,  pour  s'assurer  qu'ils  sont 
de  nature  a  satisfaire  aux  besoins  du  Parlement  et  du  gouvernement,  ainsi  qu'a  ceux  des 
ministeres.  (4.38) 

25.  Controle  budgetaire  centralise  (paragraphes  4.39  a  4.46)  -  La  direction  des 
programmes  du  Conseil  du  tresor  ne  possede  aucun  systeme  officiel,  sauf  les  rapports 
trimestriels  sur  la  main-d'oeuvre,  pour  s'acquitter  de  la  responsabilite  qui  lui  incombe 
d'«assurer  une  gestion  effkace  des  depenses,  y  compris  le  controle  des  depenses  en  fonction 
des  allocations  fixees,  Putilisation  des  annees-hommes  autorisees  de  Forganisation  de  la 
gestion  des  ressources  affectees  et  des  resultats  de  programme  obtenus  en  conformite  avec 
les  plans  de  mise  en  oeuvre». 

Une  forme  quelconque  de  controle  s'impose  pour  l'ensemble  de  l'Administration  federa- 
le,  de  maniere  que  le  gouvernement  tout  entier  puisse  controler  ses  depenses  reelles  au 
regard  des  plans  etablis. 

II  faudrait  preparer  un  rapport  mensuel  fonde  sur  I'analyse  des  budgets  et  des  depenses  des 
ministeres,  ainsi  que  sur  les  ecarts,  de  facon  que  le  Conseil  du  tresor  puisse  prendre  des 
mesures  pour  controler  les  depenses  en  trop  oupour  bloquer  les  ressources  excessives.  (4.46) 
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Systemes  comptables  (Chapitre  V) 

26.  Systeme  comptable  general  du  ministere  des  Approvisionnements  et  Services 
(M.A.S.)(paragraphes  52  a  5.24)  -  Bien  des  ministeres  sont  insatisfaits  des  services  de 
rapports  financiers  que  leur  fournit  le  ministere  des  Approvisionnements  et  Services,  et  70% 
de  ceux  que  nous  avons  interroges  ont  adopte  ou  sont  en  train  d'elaborer  leurs  propres 
systemes  de  rapports  en  vue  de  repondre  a  la  totalite  ou  a  une  partie  de  leurs  besoins,  en 
depit  du  double  emploi  considerable  que  cela  peut  entrainer. 

La  oil  il  existe  du  mecontentement,  cela  tient  a  un  certain  nombre  de  raisons, 
notamment: 

-  la  liaison  entre  les  ministeres  et  le  ministere  des  Approvisionnements  et  Services  n'a 
pas  ete  efficace; 

-  le  systeme  est  lent  a  s 'adapter  aux  changements; 

-  il  ne  permet  pas  de  controler  suffisamment  les  donnees  d 'entree,  et  les  erreurs 
persistent  pendant  quelque  temps; 

-  la  diffusion  des  rapports  est  lente  et  peu  sure;  et 

les  renseignements  fournis  sont  inopportuns  ou  inexacts. 

Bien  qu'un  bon  nombre  ne  lui  soient  pas  entierement  attribuables,  le  M.A.S.  reconnait 
generate  ment  ces  problemes,  et  il  a  arrete  des  plans  pour  les  resoudre,  en  s'inspirant  de  la 
formule  de  centralisation  actuelle  du  traitement.  Cependant,  etant  donne  l'etendue  du 
double  emploi  constate  dans  les  ministeres  et  d'autres  considerations  il  serait  preferable  de 
decentraliser  davantage  les  fonctions  comptables. 

II  faudrait  entreprendre  une  etude  aux  fins  de  decouvrir  le  meilleur  moyen  de  produire  des 
rapports  financiers  exacts  et  presentes  en  temps  voulu  pour  les  ministeres  et  les  organismes. 
(5.24) 

27.  Systemes  de  paie  du  M.A.S.  (paragraphes  5.25  a  5.38)  -  II  faut  reviser  les 
systemes  de  paie  central  et  regionaux  du  M.A.S.  pour  les  adapter  aux  normes  fondamenta- 
les  de  la  bonne  gestion  financiere. 

Le  delai  qui  s'ecoule  entre  l'inscription  d'un  changement  de  statut  d'un  employe  et  la 
manifestation  de  ce  changement  sur  son  cheque  de  paie  etabli  par  le  systeme  de  paie  central 
peut  prendre  jusqu 'a  30  jours. 

Les  methodes  actuelles  centralisent  au  M.A.S.  le  controle  de  toutes  les  informations  de  la 
paie  et  les  ministeres  ont  abdique  leur  responsabilite  a  cet  egard.  On  ne  pourra  obtenir  des 
ameliorations  que  si  les  ministeres  controlent  la  paie  d'une  maniere  plus  efficace. 
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Ilfaudrait  entreprendre  une  etude  qui  preciserait  la  maniere  dont  les  ministeres  pourraient 
mieux preparer  et  controler  leurs  documents  de paie  jusqu'au  moment  de  les  transmettre  a  des 
bureaux  de  paie,  central  ou  regionaux,  du  ministere  des  Approvisionnements  et  Services,  ces 
bureaux  n  'etant  charges  que  de  la  preparation  des  cheques  et  de  V application  des  systemes  et 
methodes  requis  pour  traiter  les  donnees  de  paie,  f aire  les  retenues  appropriees  et  fournir  aux 
organismes  centraux  les  renseignements  necessaires.  (5.38) 

Contrdles  financiers  (Chapitre  VI) 

28.  Contrdle  des  depenses  (paragraphes  6.15  a  6.22)     -  Les  Lois,  les  reglements  ou 

les  directives  des  organismes  centraux  exigent  un  contrdle  de  la  plupart  des  operations 
financieres;  ces  directives,  etant  incompletes,  obligent  les  fonctionnaires  charges  de  les 
appliquer  a  en  interpreter  le  sens. 

L'efficacite  des  systemes  de  controle  financier  depend  trop  de  l'experience  et  de  Fintegrite 
des  employes  en  cause  et  de  verifications  peu  efficaces  et  repetitives.  Ces  faiblesses  donnent 
lieu  a  une  information  incomplete  ou  inexacte  et  a  un  manque  de  protection  contre  les 
fraudes  et  les  erreurs. 

Les  ministeres  ont  ete  lents  a  reagir  meme  a  des  directives  formelles  du  Conseil  du  tresor 
leur  demandant  d'ameliorer  ces  contrdles. 

Les  aptitudes  necessaires  a  la  conception  de  bons  systemes  de  controle  financier  ne 
semblent  pas  recevoir  une  priorite  elevee  lorsqu'il  s'agit  de  remplir  les  postes.  En  conse- 
quence, les  employes  charges  de  taches  financieres  au  sein  des  ministeres  manquent  souvent 
de  la  formation  voulue  pour  concevoir  des  contrdles  efficaces,  ou  bien  ils  sont  soumis  a 
certaines  contraintes  qui  les  empechent  de  le  faire.  Au  surplus,  il  existe  certaines  incertitudes 
entre  les  ministeres  et  le  M.A.S.  quant  a  la  responsabilite  respective  qui  leur  incombe 
d'etablir  des  contrdles  efficaces. 

Dans  tous  les  systemes  financiers,  ilfaudrait  separer  les  taches  avec  soin  defacon  que  sans 
dedoublement  inutile  d'efforts,  un  membre  du  personnel  ou  un  element  d'un  systeme  exerce  un 
contrdle  efficace  autonome  de  I'integrite  et  de  I'exactitude  d'un  autre  element.  En  particulier,  il 
devrait  y  avoir  une  distinction  suffisante  entre  le  pouvoir  de  depenser  et  le  pouvoir  de  payer 
dans  le  cas  de  toutes  les  operations  de  depenses,  de  meme  qu'entre  la  verification  des  comptes  a 
payer,  la  preparation  des  documents,  la  demande  et  la  distribution  de  cheques,  la  reception  et  le 
depot  desfonds.  II  conviendrait  d'etablir  des  contrdles  aussitot  que  possible  et  de  les  maintenir 
tout  au  long  des  etapes  du  traitement  manuel,  mecanique  et  electronique  des  documents.  En 
particulier: 

les  gestionnaires  ne  sauraient  exercer  les  pouvoirs  qui  leur  sont  delegues  uniquement 
lorsqu  'ils  disposent  d'information  necessaire  a  cettefin; 
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//  faudrait  etablir  des  contrbles  de  toutes  les  donnees  importantes,  des  le  poller  de 
depart,  avant  le  traltement,  et  le  travail  de  controle  devrait  etre  approuve  au  meme 
poller,  apres  le  traltement; 

11  faudrait  etablir  un  controle  des  depenses  avant  d'accorder  les  autorisations  de  depen- 
ser  et  de  payer;  et 

il  faudrait  s'assurer  qu'il  existe  des preuves  bien  documentees  attestant  I'execution  de 
toutes  les  fonct ions  de  controle,  preuves  que  les  gestionnaires  devraient  verifier  regulie- 
rement.  (6.22) 

29.  Controle  de  la  paie  (paragraphes  6.23  a  6.27)  -  Les  systemes  de  paie  devraient 
etre  assujettis  aux  memes  normes  de  controle  financier  que  les  autres  depenses.  Les  directi- 
ves du  Conseil  du  tresor  ont  surtout  vise  le  controle  d 'autres  genres  de  depenses,  tandis  que 
les  instructions  du  M.A.S.  portent  uniquement  sur  le  mecanisme  administratif. 

Au  sein  de  la  plupart  des  ministeres  et  organismes,  le  controle  de  la  paie  incombe  en 
premier  lieu  a  des  groupes  oil  souvent  il  n 'existe  pas  une  distinction  suffisante  entre  les 
diverses  responsabilites,  et  oil  le  personnel  ne  possede  pas,  en  general,  de  formation  en 
matiere  de  controle  financier.  II  ne  faut  pas  restreindre  les  attributions  du  personnel  finan- 
cier au  point  de  Fempecher  d'exercer  un  controle  efficace  dans  ce  domaine. 

Le  personnel  financier  devrait  etre  tenu  de  s'assurer  qu'il  existe  des  cont  roles  au  sein  des 
systemes  de  paie  comme  il  en  existe  dans  tous  les  autres  systemes  administratifs  qui  donnent 
lieu  a  des  operations  financier es.  (6.2  7) 

30.  Controle  des  revenus,  des  comptes  a  recevoir  et  des  stocks  (paragraphes  6.28  a 
6.37)  -  Pour  plus  de  commodite  administrative,  il  arrive  souvent  qu'on  ne  separe  pas 
suffisamment  le  traitement  des  revenus,  des  comptes  a  recevoir  et  des  stocks.  Les  responsa- 
bles  aux  actifs  conservent  souvent  les  seules  pieces  comptables,  dans  leurs  dossiers,  y 
compris  les  controles  comptables  lorsque  pareils  actifs  sont  finances  au  moyen  d'avances  de 
fonds  de  roulement. 

Tous  les  revenus,  tous  les  comptes  a  recevoir  et  tous  les  stocks  importants  devraient  faire 
I'objet  d'un  systeme  de  controle  efficace,  generalement  un  controle  comptable  independant. 
(6.37) 

31.  Responsabilite  de  Amelioration  des  controles  financiers  (paragraphes  6.38  a 
6.42)  -  Le  gouvernement  doit  avoir  l'assurance  qu'on  exerce  des  controles  appropries  dans 
toute  la  Fonction  publique.  La  meilleure  facon  d'y  arriver  consiste  a  emettre  des  directives 
claires  sur  les  initiatives  a  prendre,  lesquelles  seraient  appuyees  par  des  etudes  de  systemes 
que  ferait  le  personnel  d'un  organisme  central,  ainsi  que  par  des  sondages  confies  a  des 
equipes  ministerielles. 
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II  faudrait  reviser  les  systemes  ministeriels  et  lesfaire  approuver  par  un  organisme  central 
afin  de  s'assurer  qu'ils  sont  conformes  aux  directives  du  Conseil  du  tresor  et  aux  autres 
instructions  qui  s'imposeraient  pour  assurer  un  controle  adequat  des  depenses,  des  revenus  et 
des  actifs.  (6.42) 

Verification  interne  (Chapitre  VII) 

32.  Efficacite  des  verifications  internes  (paragraphes  7.1  a  7.12)  -  On  a  longtemps 
considere  la  verification  interne  comme  un  element  important  du  processus  de  controle  de 
gestion  puisqu'il  fournit  un  moyen  d'evaluer  l'efficacite  et  l'utilite  des  operations  financieres 
et  autres. 

Voici  certaines  inquietudes  que  nous  avons  au  sujet  de  la  verification  interne: 

-  certains  ministeres  ne  font  pas  de  verification  interne; 

les  verificateurs  internes  sont  souvent  occupes  a  d 'autres  fonctions  qui  les  detournent 
de  leur  tache  de  verification; 

la  verification  n'est  ni  uniforme  ni  complete;  et 

-  le  personnel  n'est  pas  assez  rompu  a  l'exercice  de  ses  fonctions,  ou  ne  connait  pas 
suffisamment  ses  responsabilites. 

II  nous  parait  douteux  qu'un  organisme  central  puisse  evaluer  convenablement  les  con- 
troles  financiers  dans  l'ensemble  des  services  federaux,  a  moins  qu'on  prenne  des  mesures 
plus  energiques  pour  s'assurer  que  la  verification  interne  s'effectue  d'une  maniere  efficace 
dans  tous  les  ministeres. 

L 'organisme  central  du  gouvernement  charge  de  prescrire  les  normes,  laportee  et  I'ampleur 
des  verifications  financieres  des  ministeres  devrait  insister  davantage  sur  la  necessite  qu'il  y  a 
de  surveiller  la  verification  interne  des  ministeres  en  vue  de  susciter  un  plus  grand  respect  des 
normes.  (7.12) 

Personnel  financier  (Chapitre  VIII) 

33.  Administration  financiere  au  sein  du  gouvernement  (paragraphes  8.2  a  8.13)     - 

On  n'arrivera  a  atteindre  un  niveau  generalement  acceptable  de  qualite  dans  la  gestion  et  le 
controle  financiers,  au  sein  du  gouvernement,  qu'a  l'aide  d'un  personnel  suffisamment 
qualifie. 

Bon  nombre  de  comptables  professionnels  du  gouvernement  decident  de  travailler  dans 
des  domaines  qui  ne  sont  pas  lies  a  la  gestion  et  au  controle  financiers.  L'une  des  raisons 
fondamentales  en  est  que  les  normes  de  classement  des  agents  financiers  n'accordent  pas 
suffisamment  d 'importance  aux  titres  professionnels. 
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//  faudrait  entreprendre  une  etude  exhaustive  des  systemes  de  personnel  qui  concernent 
expressement  les  administrateurs  financiers,  en  vue  d' examiner  V opportunity  qu'il y  aurait  de 
constituer  un  groupe  de  comptables  professionnels,  assez  considerable  pour  repondre  aux 
besoins  actuels  etfuturs  de  la  gestion  et  du  contrble  financiers  de  VEtat.  (8.13) 

34.  Dotation  en  personnel  de  la  fonction  financiere  (paragraphes  8.14  a  8.21) 

L 'evolution  qui  s'est  produite  ces  dernieres  annees  a  produit  bien  des  possibilites  de  carriere 
pour  les  administrateurs  financiers,  ce  qui  a  cause  une  forte  rotation  du  personnel  FI.  Dans 
certains  ministeres  35%  des  postes  sont  vacants  et  il  y  a  un  taux  de  rotation  annuel  qui 
s'eleve  jusqu'a  45%  au  niveau  des  postes  financiers. 

La  demande  de  personnel  FI  augmente  plus  rapidement  que  l'offre,  et  tout  indique  qu'il 
se  produira  dans  l'avenir  une  penurie  serieuse  de  personnel  qualifie. 

Le  fort  indice  de  rotation  influe  serieusement  sur  la  gestion  et  le  controle  financiers,  et  le 
travail  d'elaboration  des  systemes  s'en  trouve  particulierement  diminue. 

Un  examen  approfondi  devrait  etre  entrepris  pour  etablir  quels  sont  les  besoins  de  VEtat  en 
fait  de  personnel  de  gestion  financiere,  par  genre  et  niveau,  ainsi  que  pour  elaborer  un 
programme  visant  a  parer  a  la  penurie  actuelle.  (8.2  J) 

35.  Leadership  de  ('administration  financiere  (paragraphes  8.22  a  8.30)  -  L 'exis- 
tence d'une  source  d'orientation  et  de  direction  qui  contribuerait  a  l'etablissement  de 
normes  professionnelles  que  les  agents  financiers  de  tous  les  services  federaux  applique- 
raient  serait  d'une  importance  capitale. 

A  l'egard  des  questions  financieres,  les  gestionnaires  ministeriels  ont  besoin  de  l'appui 
d'un  personnel  bien  forme  et  experimente.  Les  administrateurs  sont  abandonnes  a  eux- 
memes  parce  qu'on  ne  leur  donne  pas  de  renseignements  suffisants  sur  le  rendement  de  leur 
personnel  financier;  c'est  ainsi  qu'ils  n'obtiennent  pas  le  soutien  necessaire  a  l'exercice  de 
leurs  fonctions  de  gestion  et  de  controle  financiers. 

L 'administration  financiere  a  perdu  de  l'importance  parce  qu'elle  n'a  plus  ni  la  direction 
centrale  ni  l'appui  necessaires  qui  lui  fourniraient  les  moyens  et  le  statut  voulus  pour  lui 
permettre  de  repondre  aux  besoins  des  administrateurs. 

II  faudrait  confer  a  un  organisme  central  du  gouvernement  qui  aurait  les  connaissances 
voulues  pour  s  'assurer  que  les  ministeres  soient  dotes  d'un  personnel  financier  competent,  la 
tache  d'aider  la  Commission  de  la  Fonction  publique  dans  les  questions  reliees  a  la  formation 
du  personnel  des  services  financiers,  de  surveiller  le  deroulement  de  leur  carriere  et  de  donner 
des  conseils  en  ce  qui  touche  la  competence  necessaire  a  leur  avancement.  (8.30) 

Responsabilite  de  la  gestion  et  du  controle  financiers  au  sein  des  ministeres  (Chapitre  IX) 

36.  Structures  de  1'organisation  des  ministeres  (paragraphes  9.5  a  9.12)  -La  facon 
dont  la  fonction  financiere  est  organisee  et  dont  les  fonctionnaires  superieurs  des  finances 
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rcndent  comptc  varic  beaucoup  d'un  ministere  a  l'autre.  Certains  fonctionnaires  repondent 
directement  au  sous-chef  du  ministere:  certains  le  font  par  Fentremise  d'un  fonctionnaire 
superieur  de  l'administration;  d'autres,  par  le  canal  de  deux  niveaux  ou  plus  de  fonctionnai- 
res superieurs  de  l'administration. 

Dans  tous  les  ministeres,  l'agent  financier  en  chef  relevant  directement  du  sous-chef  est 
tres  competent;  il  possede  generalement  des  titres  de  competence  professionnelle  en  comp- 
tabilite.  Au  sein  de  ces  ministeres,  on  se  preoccupe  davantage  de  donner  au  personnel  sur 
place  des  directives  a  1'egard  des  questions  financieres. 

Dans  les  cas  ou  le  fonctionnaire  superieur  des  finances  fait  rapport  par  l'intermediaire 
d'un  fonctionnaire  superieur  de  l'administration  sans  competence  en  matiere  de  finances, 
les  preoccupations  quant  a  la  gestion  et  au  controle  financiers  risquent  de  ne  pas  etre 
clairement  formulees  aux  reunions  de  la  haute  direction.  Ainsi,  les  agents  financiers  perdent 
du  prestige  a  tel  point  que  les  charges  de  programme  ne  recherchent  pas  leurs  avis,  de  sorte 
qu'ils  sont  obliges  de  preparer  les  budgets  et  de  controler  les  fonds  sans  connaitre  les 
priorites  de  la  haute  direction. 

Le  haut  fonctionnaire  responsable  de  la  gestion  et  du  controle  financiers  devrait  relever 
directement  du  sous-chef  et  faire  partie  du  comite  de  gestion  du  ministere.  II  devrait  toujours 
avoir  la  formation  et  I'experience  voulues  pour  conseiller  le  sous-chef  sur  tous  les  aspects  de  la 
gestion  et  du  controle  financiers  et  pour  assurer  le  leadership  indispensable  aupres  de  tout  le 
personnel  financier  du  ministere.  (9.12) 

37.  Direction  et  orientation  internes  (paragraphes  9.13  a  9.19)      -  Presentement, 

certains  fonctionnaires  superieurs  des  finances  ne  s'efforcent  pas  assez  de  diriger  le  person- 
nel financier  tant  au  bureau  principal  qu'aux  bureaux  regionaux.  Rares  sont  ceux  qui 
donnent  a  leurs  employes  des  directives  efficaces,  meme  dans  les  domaines  ou  ils  auraient 
l'occasion  de  le  faire.  Par  exemple,  les  manuels  financiers  des  ministeres  sont  souvent 
incomplets  ou  non  a  jour,  bien  qu'on  les  ait  ameliores  recemment  grace  surtout  aux  efforts 
des  equipes  d 'evaluation  du  Conseil  du  tresor  qui  ont  etudie  la  question  des  manuels  et 
autres  domaines. 

Les  fonctionnaires  superieurs  des  finances  des  ministeres  doivent  fournir  une  direction  et 
une  orientation  plus  poussees  au  personnel  exercant  des  fonctions  de  gestion  et  de  controle 
financiers.  Pour  ce  faire,  ilfaudrait  au  moins: 

qu  'il  existe  des  manuels  financiers  complets  dans  les  ministeres; 

que  les  fonctionnaires  precites  aient  des  contacts  personnels  avec  les  agents  financiers  et 
autres,  a  qui  ils  donneraient  des  directives  techniques,  meme  a  I'aide  de  reunions 
officielles  ou  de  visit es  periodiques  sur  place;  et 

qu'ils  participent  a  la  selection,  a  la  formation  et  a  revaluation  du  personnel  financier, 
meme  si  ce  personnel  ne  releve  pas  directement  de  leur  surveillance.  (9.19) 
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38.  Etendue  des  attributions  du  personnel  financier  (paragraphes  9.20  a  9.29)     -Le 

systeme  actuel  de  gestion  financiere  au  sein  des  ministeres  tend  a  mettre  l'accent  davantage 
sur  1 'obligation  de  maintenir  les  depenses  dans  les  limites  des  affectations  prevues  que  sur 
celle  d'utiliser  les  fonds  le  plus  efficacement  possible. 

Ce  manque  de  souci  a  l'egard  de  l'efficacite  ou  du  rendement  des  depenses  s'est  accru  en 
raison  de  la  facilite  avec  laquelle  on  peut  faire  des  virements  de  fonds  dans  le  cadre  de 
credits  libelles  en  termes  generaux  et  de  la  mesure  ou  les  fonds  excedentaires  ont  ete 
disponibles  selon  les  methodes  actuelles  d'etablissement  du  budget. 

Les  gestionnaires  de  programmes  considerent  souvent  les  donnees  qu'ils  presentent  au 
Conseil  du  tresor  ou  qui  leur  parviennent  du  systeme  centralise  de  rapports  financiers  d'une 
valeur  si  douteuse  qu'ils  sont  peu  portes  a  s'en  tenir  aux  propositions  budgetaires  ou  a 
utiliser  l'information  fournie  par  le  systeme  financier. 

Au  sein  des  ministeres,  on  ne  reconnait  pas  assez,  en  general,  que  le  controle  interne 
devrait  viser  tous  les  aspects  de  Fadministration,  et  les  agents  financiers  ont,  ou  bien  estime 
que  leurs  fonctions  n'englobaient  pas  ces  secteurs,  ou  bien  se  sont  vu  ecarter  de  tout  role 
dans  ces  domaines. 

Si  Ton  veut  en  arriver  a  ce  que  la  gestion  des  fonds  publics  fasse  l'objet  de  meilleurs 
comptes  rendus,  comme  le  preconise  le  present  Rapport,  il  faut  modifier  le  role  des  fonction- 
naires  superieurs  des  finances  des  ministeres. 

On  devrait  charger  les  fonctionnaires  superieurs  des  finances  des  ministeres  de: 

-  fournir  des  services  de  rapports  financiers,  budgetaires  et  comptables; 

veiller  a  ce  qu  'il  existe  des  contrdles  financiers  sujfisants  pour  tous  les  actifs  et  les 
operations  financieres; 

conseiller  et  seconder  les  sous-chefs  et  leur  personnel  sur  toutes  les  questions  qui  ont 
trait  a  la  gestion  et  au  controle  financiers: 

-  preparer,  surveiller  et  controler  les  affectations  budgetaires  par  Vanalyse  des  rapports 
financiers,  et  verifier  la  valeur  des  methodes  de  preparation  de  ces  rapports;  et 

-  fournir  une  direction  et  une  orientation  techniques  a  tout  le  personnel  des  ministeres 
responsables  de  ces  t aches.  (9.29) 

39.  Nomination  des  agents  financiers  (paragraphes  9.30  a  9.35)  -  C'est  au  sous- 
chef  qu'il  appartient  de  veiller  a  ce  que  les  systemes  de  gestion  et  de  controle  financiers  de 
son  ministere  soient  satisfaisants.  Toutefois,  d'autres  organismes  qui  auraient  a  compter  sur 
les  agents  financiers  devraient  avoir  Fassurance  de  pouvoir  se  fier  au  travail  de  ceux-ci  et 
aux  donnees  qu'ils  fournissent.  Les  sous-chefs  devraient  avoir  le  droit  de  designer  leurs 
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conseillers.  Neanmoins,  la  nomination  d'un  fonctionnaire  superieur  des  finances  ayant  la 
confiance  de  ceux  qui  sont  les  plus  aptes  a  evaluer  sa  competence  en  matiere  financiere,  ne 
diminue  en  rien  l'autorite  du  sous-chef;  au  contraire,  elle  fournit  a  celui-ci  un  meilleur 
moyen  de  s'acquitter  de  ses  responsabilites. 

La  Commission  de  la  Fonction  publique  ne  doit  nommer  des  fonctionnaires  superieurs  des 
finances  dans  les  ministeres  qu'apres  consultation  avec  les  organismes  centraux  appropries, 
pour  s 'assurer  qu'on  reconnait  les  qualites  et  le  rendement  des personnes  recommandees par  les 
sous-chefs.  La  nomination  d'autres  agents  financiers  ne  doit  se  /aire  au  sein  des  ministeres 
qu'apres  une  consultation  semblable  avec  les  fonctionnaires  superieurs  des  finances.  (9.35) 

Besoin  d'une  direction  centrale  plus  ferme  (Chapitre  X) 

40.  Consolidation  des  responsabilites  centrales  (paragraphes  10.1  a  10.36)      -  La 

Loi  sur  l'administration  financiere  confie  au  Conseil  du  tresor  la  responsabilite  premiere 
d 'assurer  une  gestion  et  un  controle  financiers  suffisants  dans  les  services  de  l'Etat. 

En  1973,  le  Conseil  publiait  le  Guide  d 'administration  financiere  a  l'intention  des  minis- 
teres et  organismes  du  gouvernement  du  Canada.  Ce  Guide  fournit  aux  ministeres  d'excel- 
lentes  directives  qui,  si  elles  etaient  respectees,  remedieraient  a  un  bon  nombre  des  lacunes 
du  controle  financier  signalees  dans  le  present  Rapport.  En  1974,  le  Secretariat  a  entrepris 
de  verifier  dans  quelle  mesure  les  ministeres  respectaient  le  Guide,  ce  qui  eut  pour  effet 
d'encourager  1 'adoption  de  mesures  propres  a  ameliorer  le  controle  financier.  Toutefois,  on 
n'a  pas  fait  grand-chose  pour  accroitre  l'efficacite  du  processus  d 'affectation  des  ressources 
de  maniere  que  les  budgets  puissent  etre  controles  conformement  aux  modes  preconises 
dans  le  Guide. 

Peut-etre  etait-il  difficile  d'intervenir  dans  d'autres  secteurs  en  raison  du  chevauchement 
des  responsabilites  que  la  loi  attribue  expressement  au  ministere  des  Approvisionnements  et 
Services  et  au  ministere  des  Finances. 

Le  secteur  des  Services  du  M.A.S.  fournit,  sur  demande,  divers  services  aux  ministeres, 
notamment  le  traitement  electronique  des  donnees,  la  comptabilite,  la  verification  des 
comptes  et  autres  services  d'ordre  financier.  Dans  l'exercice  de  ce  role,  il  peut  arriver  que  le 
M.A.S.  decouvre  des  pratiques  ministerielles  contraires  aux  instructions  du  Parlement  et  du 
Conseil  du  tresor,  mais,  en  tant  qu'organisme  de  services,  il  n'est  pas  en  mesure  d'y  mettre 
un  terme  ni  de  les  signaler. 

Le  Ministre  des  Approvisionnements  et  Services  cumule  en  outre  les  fonctions  de  Rece- 
veur  general  du  Canada.  Son  ministere  a  la  responsabilite  directe  des  entrees  et  sorties  de 
caisse  du  Fonds  du  revenu  consolide  ainsi  que  des  comptes  centraux  du  Canada,  y  compris 
la  preparation  des  Comptes  publics.  Cependant,  la  loi  assigne  au  Ministre  des  Finances  la 
responsabilite  de  gerer  le  Fonds  du  revenu  consolide  et  d'etablir  la  forme  des  Comptes 
publics;  elle  lui  assigne  egalement  la  responsabilite  des  comptes  tenus  a  l'egard  des  actifs  et 
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des  passifs  directs  et  eventuels.  Les  comptes  relies  aux  depenses,  aux  revenus  et  aux  autres 
paiements  verses  au  Fonds  du  revenu  consolide  ou  sur  lequel  on  les  preleve  sont  assujettis  a 
la  reglementation  du  Conseil  du  tresor.  Ainsi  trois  ministeres  se  partagent  la  responsabilite 
de  la  gestion  et  du  controle  financiers. 

L 'etude  revele  bien  des  faiblesses  dans  la  gestion  et  le  controle  financiers,  notamment: 

-  l'existence  de  mesures  ministerielles  qui  tendent  a  affaiblir  l'effet  de  la  decision  prise 
en  1970  d'axer  le  Budget  des  depenses  et  les  Comptes  publics  sur  les  programmes 
des  ministeres  afin  de  fournir  au  Parlement  et  au  public  des  renseignements  plus 
utiles; 

-  l'existence  de  systemes  de  controle  budgetaire  inefficaces;  et 

-  l'existence  de  systemes  de  rapports  financiers  n'ayant  guere  de  valeur  aux  yeux  de  la 
plupart  des  gestionnaires. 

Bien  des  ministeres  se  sentent  empeches  de  prendre  des  mesures  plus  efficaces  en  raison 
des  responsabilites  attributes  aux  organismes  centraux. 

Toute  solution  exige  que  la  maniere  dont  on  assigne  les  responsabilites  centrales  soit 
precisee  plus  clairement  de  faqon  a  ce  que  les  responsables  puissent  prendre  des  dispositions 
efficaces. 

Toutes  les  recommandations  du  Rapport  visent  a  I  'amelioration  des  contrbles  financiers.  Les 
plus  importantes  reconnaissent,  explicitement  ou  implicitement,  la  necessite  de  mettre  sur  pied 
un  organisme  central  qui  assurerait  une  direction  d'ensemble.  II  est  evident  que,  si  Von  veut  des 
contrbles  bien  coordonnes  et  efficaces,  il  faut  clarifier  et,  si  possible,  unifier  les  responsabilites 
suivantes: 

recommander  au  gouvernement  des  politiques,  des  directives  et  des  lignes  directrices 
dans  le  domaine  de  la  gestion  et  du  controle  financiers,  et  en  fournir  V interpretation; 

donner  des  conseils  au  sujet  de  la  forme  du  Budget  des  depenses  et  des  Comptes  publics; 

evaluer  les  structures  de  programmes  et  d'activites  des  ministeres,  ainsi  que  les  metho- 
des  de  mesure  fondees  sur  les  couts,  y  compris  d'autres  systemes  de  mesure  etayant  cette 
structure; 

approuver  et  surveiller  le  controle  budgetaire  des  ministeres,  de  meme  que  leurs  syste- 
mes de  rapports  et  de  controle  financiers; 

-  faire  des  analyses  des  ecarts  entre  le  rendement  des  services  financiers  prevus  et  reels; 

etablir  des  normes  applicables  aux  procedes  de  verification  interne  au  sein  des  ministe- 
res et  organismes  et  en  surveiller  V application; 

etablir  les  pratiques  servant  de  regie  a  Vetablissement  des  etats  financiers  et  des 
Comptes  publics  du  Canada;  et 

aider  la  Commission  de  la  Fonction  publique  a  choisir  et  a  former  le  personnel  financier 
et  a  en  orienter  la  carriere.  (10.36) 
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I  INTRODUCTION 
MANDAT  ET  PORTEE  DE  L'ETUDE 

1.1  Le  9  mai  1974,  je  faisais  part  aux  ministeres  et  organismes  de  mon  intention 
d'effectuer  une  etude  generate  pour  juger  de  la  qualite  de  la  gestion  des  finances  et  des 
controles  financiers  dans  tous  les  ministeres  et  organismes  dont  je  suis  charge  de  verifier  les 
comptes.  J'en  ai  expose  le  detail  dans  mon  Rapport  annuel  de  1974  ou  je  precisais  que  les 
resultats  de  cette  etude  seraient  incorpores  a  mon  Rapport  de  1975,  ou  y  figureraient  en 
annexe. 

1.2  L'etude  devait  prendre  deux  ans.  L'annee  derniere,  elle  a  porte  sur  les 
ministeres  ainsi  que  sur  un  petit  nombre  de  corporations  de  departement  figurant  a  l'An- 
nexe  B  de  la  Loi  sur  l'administration  financiere.  L'etude  a  vise  vingt  et  un  ministeres  et  sept 
organismes.  Cette  annee,  elle  scrute  surtout  les  societes  de  la  Couronne  enumerees  aux 
Annexes  C  et  D  de  la  Loi  sur  l'administration  financiere  -  pour  lesquelles  j 'ai  ete  nomme 
verificateur  -  et  certains  autres  ministeres  et  corporations  de  departement.  Ce  premier 
rapport  traite  done  de  la  gestion  des  finances  et  des  controles  financiers  au  sein  des  ministe- 
res. II  pourrait  etre  utile  de  presenter  en  1976  un  rapport  analogue  qui  completerait  les 
observations  formulees  dans  le  present  Rapport,  une  fois  que  tous  les  ministeres,  organismes 
et  societes  auront  fait  l'objet  d'un  examen.  On  prevoit  que  ce  genre  d 'etude  fera  dorenavant 
partie  integrante  de  la  fonction  du  bureau  de  l'Auditeur  general,  de  sorte  que  chaque 
ministere  et  organisme  dont  je  suis  le  verificateur  sera  examine  periodiquement  au  cours 
d'un  nombre  d'annees  raisonnable. 

1.3  Comme  je  1'annonc.ais  dans  mon  Rapport  de  1974,  l'etude  a  porte  sur: 

a)  les  lois  et  regie ments,  politiques,  directives  et  lignes  directrices  du  Conseil  du  tresor 
ayant  trait  a  la  gestion  et  au  controle  financiers,  et  la  mesure  dans  laquelle  les 
ministeres  et  organismes  s'y  conforment; 

b)  1 'organisation  et  les  methodes  financieres  des  ministeres  et  organismes,  notamment 
les  controles  budgetaires,  la  comptabilite  des  revenus,  des  depenses,  de  l'actif,  du 
passif,  des  engagements  et  les  systemes  de  rapports  financiers; 

c)  Pintegration  des  techniques  et  methodes  comptables  des  ministeres  et  organismes 
aux  systemes  centraux; 

d)  la  mesure  dans  laquelle  1 'organisation  et  les  methodes  financieres  sont  controlees  et 
v6rifiees  par  des  groupes  de  verification  interne  ou  operationnelle; 

e)  le  genre,  l'exactitude,  1 'opportunity  l'objet  et  l'utilisation  des  donnees  financieres  et 
des  rapports  habituellement  prepares; 

f)  le  degre  de  decentralisation  decoulant  des  recommandations  de  la  Commission 
royale  d'enquete  sur  l'organisation  du  gouvernement  et  leur  incidence  sur  le  controle 
financier  global;  et 
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g)  les  taches,  responsabilites  et  fonctions  des  responsables  et  du  personnel  des  services 
financiers  et  comptables,  en  particulier  en  ce  qui  a  trait  au  systeme  de  controle 
financier  et  comptable  et  au  rapport  entre  leurs  fonctions  et  les  organismes  centraux 
financiers  et  comptables. 

1.4  L'etude  se  poursuit  avec  le  concours  de  cabinets  d'experts-comptables  publics 
du  Canada.  Seize  cabinets  d'experts-comptables  ont  detache  aupres  de  mon  personnel 
certains  de  leurs  associes  et  gestionnaires  pour  collaborer  a  ces  analyses. 

1.5  Nous  avons  fait  parvenir  un  rapport  au  sous-chef  de  chaque  ministere  ou 
organisme  qui,  jusqu'ici,  a  fait  l'objet  d'un  examen.  L'annexe  au  present  Rapport  fournit 
des  details  sur  les  observations  transmises  a  chacun  des  sous-chefs,  et  sur  la  suite  que  ceux-ci 
leur  ont  donnee.  Le  bureau  de  l'Auditeur  general  surveillera  l'application  des  mesures 
proposees  par  les  sous-chefs  pour  etablir  que  les  situations  dont  on  a  signale  les  anomalies 
sont  reellement  corrigees.  Des  rapports  subsequents  signaleront  au  Parlement  les  cas  oil  les 
mesures  prises  par  les  ministeres  ne  constituent  pas  une  rectification  satisfaisante  des  points 
mentionnes  dans  les  observations. 

1.6  Diverses  faiblesses  relevees  au  cours  de  l'examen  de  certains  ministeres  ou 
organismes  decoulent,  semble-t-il,  de  lacunes  inherentes  aux  systemes  appliques  dans 
l'ensemble  des  services  de  l'Etat  ou  aux  organismes  centraux,  ou  encore  des  contraintes  que 
ces  systemes  imposent.  Comme  on  ne  pouvait  normalement  s'attendre  que  les  sous-chefs 
prennent  des  mesures  correctives  unilaterales  a  cet  egard,  on  n'a  pas  formule  de  recomman- 
dation  dans  les  rapports  soumis  aux  ministeres  sur  ces  questions;  cependant  on  leur  a  dit 
que  les  rapports  qu'ils  recevraient  feraient  l'objet  d'une  nouvelle  analyse  a  l'echelle  de  toute 
Fadministration  federate.  Le  present  Rapport  contient  les  resultats  de  cette  analyse  et,  en 
outre,  il  examine  en  detail  un  certain  nombre  de  problemes  communs  dont  traitent  les 
rapports  remis  aux  ministeres.  II  faut  done  considerer  que  les  observations  contenues  dans 
les  rapports  en  question  completent  celles  qui  figurent  dans  le  corps  du  present  Rapport,  ou 
sont  modifiees  par  ces  dernieres. 

GENESE 

1.7  Mon  Rapport  de  1974  indiquait  que  l'etude  avait  ete  entreprise  parce  que  le 
Bureau  de  la  verification  craignait  que  les  controles  financiers  et  les  controles  comptables 
internes  ne  soient  pas  tout  a  fait  suffisants  dans  les  ministeres  et  organismes  dont  je  suis 
charge  de  verifier  les  comptes,  et  ce,  pour  les  raisons  suivantes: 

la  croissance  importante  des  operations  de  l'Etat; 

la  delegation  considerable,  aux  ministeres  et  organismes,  des  pouvoirs  de  gestion  et 
de  controle  financiers,  comme  le  recommandait  la  Commission  Glassco,  ce  qui  a 
abouti  en  1969  a  l'abolition  du  bureau  du  Controleur  du  tresor;  et 

-     le  recours  sans  cesse  croissant  au  traitement  electronique  des  donnees  informatiques. 
II  convient  que  le  present  Rapport  place  dans  une  juste  perspective  la  raison  d'etre  des 


24 


recommandations  de  M.  Glassco,  ainsi  que  la  nature  des  mesures  prises  par  le  gouverne- 
ment  pour  y  donner  suite,  y  compris  leurs  resultats. 

Recommandations  de  la  Commission  Glassco 

1.8  En  1962,  la  Commission  Glassco  deposait  le  premier  des  nombreux  volumes 
qui  renfermaient  ses  constatations  et  ses  conclusions.  Ce  premier  volume  comportait  deux 
exposes  d'une  importance  particuliere  si  Ton  considere  les  observations  formulees  dans  le 
present  Rapport:  «un  plan  de  gestion»  et  «la  gestion  financiere  ».  L'examen  du  premier  de 
ces  deux  exposes,  dont  on  reconnait  qu'ils  ont  influe  sur  une  bonne  partie  de  ce  qui  s'est 
produit  par  la  suite  dans  les  domaines  lies  a  la  gestion  des  finances  et  aux  controles 
financiers,  revele  que  la  Commission  estimait  que: 

meme  si,  en  principe,  les  ministres  sont  «responsables  de  tous  les  actes  administratifs 
de  leur  personnel »,  en  pratique  les  sous-chefs  «ne  peuvent  echapper  a  la  pleine 
responsabilite  personnelle  qui  leur  incombe  dans  la  gestion  des  affaires  courantes»; 

la  structure  du  controle  central  exerce  par  le  Conseil  du  tresor  et  le  Controleur  du 
tresor,  requerait  une  modification  parce  que  «en  depouillant  les  ministeres  de 
l'autorite  essentielle  a  la  bonne  gestion  de  leurs  propres  affaires,  a  emousse  chez  eux 
le  sens  de  la  responsabilite  »; 

une  grande  variete  d'«outils»  administratifs,  y  compris  les  «methodes  budgetaires  et 
systemes  de  comptabilite  permettant  de  mieux  controler  la  repartition  des  ressources 
financieres  et  la  determination  du  rendement»  n'ont  pas  ete  utilises  de  facon 
systematique; 

une  direction  centrale  plus  efficace  s'imposait,  un  certain  nombre  de  moyens  etant 
proposes  pour  permettre  au  Conseil  du  tresor  de  mieux  jouer  ce  role; 

les  services  centraux  repondent  a  un  besoin,  mais  «celui  qui  fournit  les  services  ne 
doit  exercer  aucun  controle  sur  1  'usager,  sauf  dans  les  strides  limites  imposees  par 
l'obligation  qu'il  a  de  tenir  compte  de  considerations  speciales  qui  decoulent  de  la 
politique  generate  du  gouvernement»;  et 

-  il  faudrait  tenir  un  plus  grand  compte  des  aptitudes  administratives  lorsqu'il  s'agit 
de  nommer  des  personnes  a  certains  postes  de  commande,  en  faisant  en  sorte  que  le 
secretaire  du  Conseil  du  tresor  conseille  le  Premier  ministre  sur  la  nomination  des 
sous-chefs,  et  en  pourvoyant  aux  postes  de  chef  de  1 'administration  financiere  et  chef 
du  personnel  des  ministeres  «sous  reserve  de  Papprobation  du  Conseil  du  tresor ». 

1.9  Le  rapport  sur  la  gestion  financiere  proposait  plusieurs  manieres  dont  le 
Conseil  du  tresor  pourrait  jouer  son  role  central  plus  efncacement  et  recommandait  la 
suppression  des  controles  moins  efncaces,  sinon  nuisibles,  exerces  par  le  Controleur  du 
tresor  et,  dans  une  certaine  mesure,  par  le  Conseil  du  tresor.  II  fallait,  pour  en  arriver  a  une 
meilleure  gestion  centrale 

-  mettre  davantage  en  evidence  les  repercussions  financieres  des  programmes  et  des 
activites  des  ministeres  de  facon  a  pouvoir  mieux  evaluer  le  rendement  de  ceux-ci; 
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-  faire  des  provisions  budgetaires  a  plus  long  terme  et  les  mieux  preparer; 

-  publier,  sur  les  questions  financieres  et  administratives,  non  plus  des  reglements 
detailles,  mais  des  principes  directeurs;  et 

-  obtenir  l'approbation  du  Conseil  du  tresor  pour  la  nomination  du  fonctionnaire 
superieur  des  finances  de  chaque  ministere  et  organisme. 

Etroitement  liees  a  ces  propositions,  certaines  recommandations  visaient  a  ameliorer  Pinfor- 
mation  justificative  que  les  ministeres  doivent  fournir  au  Parlement  en  ce  qui  concerne  les 
previsions  de  depenses  inscrites  au  Budget  des  depenses  et  l'analyse  retrospective  qu'en 
donnent  les  Comptes  publics. 

1.10  Ainsi,  on  peut  voir  que  les  recommandations  du  rapport  Glassco  se  presen- 
taient  en  deux  volets.  Le  premier,  dont  on  se  souvient  generalement  mieux  et  qui  a  ete  plus 
entierement  realise,  proposait  de  conferer  aux  sous-chefs  un  pouvoir  accru;  le  second,  dont 
une  large  partie  du  present  Rapport  se  preoccupe,  tendait  a  permettre  davantage  au 
gouvernement  et  au  Parlement  d'obliger  les  sous-chefs  a  rendre  convenablement  compte  de 
ce  pouvoir  accru. 

Mise  en  pratique  des  recommandations 

1.11  Au  cours  des  annees  60,  le  gouvernement  a  applique  la  plupart  des  recom- 
mandations du  rapport  Glassco,  tout  en  en  modifiant  quelques-unes: 

-  le  secretaire  du  Conseil  du  tresor  a  ete  investi  d'un  pouvoir  accru  a  titre  de  sous-chef, 
et  le  Secretariat  est  devenu  un  ministere  distinct,  dont  le  role  fut  renforce; 

un  certain  nombre  de  mesures  ont  ete  prises  pour  ameliorer  le  processus  budgetaire 
en  prolongeant  la  periode  visee  et  en  l'axant  davantage  sur  les  programmes; 

-  certaines  directives  generates  touchant  la  gestion  financiere  ont  ete  emises  et  divers 
reglements  detailles  ont  ete  abroges  ou  modifies; 

aucun  des  pouvoirs  de  l'ancien  Controleur  du  tresor,  qui  limitaient  l'autorite  finan- 
ciere des  sous-chefs,  n'a  ete  confere  a  l'organisme  de  service  central  qui  lui  a  succede, 
c'est-a-dire  le  ministere  des  Approvisionnements  et  Services;  toutefois,  le  titulaire  de 
ce  portefeuille  etant  devenu  le  Receveur  general,  son  ministere  a  continue  a  assumer 
d'importantes  responsabilites  financieres  centrales;  et 

-  les  ministeres  ont  pris  a  leur  service  bon  nombre  des  employes  du  Controleur  du 
tresor  et  ont  adopte  differentes  mesures  pour  ameliorer  leurs  mecanismes  de  gestion 
financiere. 

La  situation  actuelle  et  les  pratiques  en  cours  seront  exposees  et  analysees  dans  diverses 
sections  du  present  Rapport. 
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Autres  elements  qui  influent  sur  la  gestion  et  le  controle  financiers 

1.12  Pendant  les  annees  60  et  au  debut  de  la  decennie  suivante,  un  certain  nombre 

d'autres  facteurs  ont  influe  sur  revolution  de  la  gestion  et  du  controle  financiers  au  sein  de 
l'ad ministration  federate.  En  voici  quelques-uns: 

-  le  fait  que  les  depenses  du  gouvernement  ont  presque  quadruple  depuis  le  rapport 
Glassco,  et  la  preponderance  qu'on  a  accordee  en  consequence  dans  le  processus 
d 'affectation  des  ressources  au  controle  de  la  croissance  plutot  qu'a  1 'amelioration  de 
la  gestion  des  ressources; 

-  la  delegation  generalised  des  pouvoirs  financiers  et  leur  decentralisation,  et,  par  voie 
de  consequence,  le  besoin  de  types  de  controle  qui  n'etaient  pas  necessaires  dans 
Fancien  systeme  centralise; 

-  l'essor  de  la  rationalisation  des  choix  budgetaires  (R.C.B.)  et  du  systeme  d 'informa- 
tion de  la  gestion  (S.I.G.),  ayant  leurs  propres  groupes  de  defenseurs,  a  disperse  les 
efforts  visant  a  parfaire  les  systemes  d 'information  financiere  du  gouvernement  et 
cause  beaucoup  de  disillusions  quant  a  l'utilite  de  l'information  financiere  comme 
moyen  d'ameliorer  la  gestion; 

la  pratique  de  plus  en  plus  courante  qui  consiste  a  nommer  aux  postes  de  sous-chefs 
des  personnes  qui  se  sont  distinguees  comme  conseillers  en  matiere  de  politiques, 
mais  qui  ont  rarement  eu  a  assumer  des  responsabilites  administratives  du  meme 
ordre; 

l'inexistence,  dans  les  regimes  de  personnel,  de  recompenses  et  de  sanctions  qui 
inciteraient  les  gestionnaires  a  travailler  consciencieusement,  comme  le  preconisait 
M.  Glassco;  et 

l'inaptitude  a  attirer  et  retenir  le  personnel  voulu  pour  elaborer  et  maintenir  de  bons 
systemes  de  gestion  et  de  controle  financiers. 

C'est  dans  le  cadre  de  cette  retrospective  que  s'inscrivent  les  observations  et  conclusions  du 
present  Rapport. 
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II  BUDGET  DES  DEFENSES  ET  COMPTES  PUBLICS 

2.1  Le  Budget  des  depenses  et  les  Comptes  publics  permettent  au  Parlement 
d'exercer  un  controle  financier  sur  le  gouvernement.  Ce  dernier  presente  au  Parlement  ses 
programmes  de  depenses  dans  le  Budget  des  depenses;  le  Parlement  enterine  ces  program- 
mes par  la  suite,  au  moyen  de  lois  portant  affectation  de  credits,  puis  le  gouvernement  rend 
compte  au  Parlement,  par  ses  Comptes  publics.  L'aptitude  du  Parlement  a  jouer  un  role 
efficace  dans  le  controle  des  deniers  publics  depend  directement  de  la  nature,  de  la  precision 
et  de  1'utilite  des  renseignements  consignes  dans  ces  documents. 

2.2  La  forme  du  Budget  des  depenses  et  des  Comptes  publics  influe  sur  l'efficacite 
du  controle  financier  que  le  Parlement  exerce  sur  le  gouvernement  et  sur  celle  de  la  gestion 
et  du  controle  financiers  a  l'interieur  des  services  gouvernementaux.  Le  rapport  Glassco 
precise: 

«Puisqu'ils  sont  les  principaux  documents  financiers  que  publie  le  gouvernement  du  Canada, 
le  Budget  des  depenses  et  les  Comptes  publics  devraient  repondre  aux  normes  les  plus 
exigeantes  dans  le  domaine  des  rapports  financiers.  L'activite  du  gouvernement  est  mainte- 
nant  tellement  complexe  qu'il  est  difficile  d'atteindre  a  la  simplicite  dans  toute  reddition  de 
comptes  au  Parlement.  Cependant,  a  cause  de  cette  complexite,  il  est  d'autant  plus  necessaire 
de  trouver  des  formules  permettant  de  communiquer  au  Parlement  les  renseignements  qu'il 
lui  faut  pour  controler  efficacement  les  depenses  publiques.» 


2.3  Dans  le  present  chapitre,  le  Budget  des  depenses  et  les  Comptes  publics  sont 
examines  du  point  de  vue: 

-     des  modifications  recentes  de  forme  et  de  fond; 

des  ameliorations  proposees;  et 

des  propositions  tendant  a  modifier  les  responsabilites  de  leurs  auteurs. 

LE  BUDGET  DES  DEPENSES 

2.4  Les  programmes  de  depenses  sont  presentes  sous  forme  de  budget  principal 
des  depenses,  document  qui  compte  generalement  plus  de  1200  pages,  et  dont  le  Parlement 
est  saisi  peu  avant  le  debut  de  chaque  annee  financiere.  Le  gouvernement  depose  periodi- 
quement  au  cours  de  l'annee  des  documents  moins  volumineux  contenant  des  previsions 
supplementaires  de  depenses,  dans  lesquels  il  demande  au  Parlement  l'autorisation  de  faire 
des  depenses  supplementaires,  bien  qu'il  ne  s'agisse  parfois  que  de  simples  transferts  ou 
virements  de  credit. 


2.5  Le  budget  principal  des  depenses  donne  le  libelle  des  credits  proposes  a 

l'egard  de  chaque  programme,  libelle  qui  figurera  dans  les  lois  portant  affectation    de 
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credits.  Tout  aussi  revelateurs  de  la  nature  du  pouvoir  accorde  par  le  Parlement  sont 
l'analyse  des  couts  du  programme  par  activite  et  l'expose  de  l'objectif  et  des  sous-objectifs 
du  programme.  Ce  sont  peut-etre  les  principaux  moyens  qu'a  le  Parlement  d'apprendre  et 
d'ordonner  comment  les  credits  seront  depenses,  puisque  le  libelle  des  articles  de  depenses 
dans  les  lois  portant  affectation  de  credits  est  general  et  souvent  vague. 

Modifications  de  forme 

2.6  Sur  l'initiative  du  Conseil  du  tresor  la  formule  du  Budget  des  depenses  a  ete 

modifiee  a  plusieurs  reprises,  au  cours  des  dernieres  annees: 

-  le  nombre  de  credits  a  ete  reduit  au  tiers,  en  regroupant  generalement  dans  un  meme 
programme  les  divers  credits  accordes  precedemment  a  chaque  direction  de  ministe- 
re  et  en  regroupant  les  credits  distincts  d'administration,  d'investissement  et  de 
subvention  a  l'egard  de  chaque  programme  lorsque  le  montant  affecte  a  chacun  de 
ces  postes  etait  inferieur  a  $5  millions; 

-  les  listes  detaillees  et  les  traitements  a  l'egard  des  postes  a  plein  temps  et  saisonniers 
ont  ete  remplacees  par  un  sommaire  de  l'effectif  et  des  echelles  de  traitement; 

-  les  34  articles  courants  de  depense  et  les  nombreux  articles  descriptifs  speciaux  ont 
ete  regroupes  en  13  articles; 

-  la  liste  des  divers  projets  d'investissement  s'est  limitee  a  ceux  d'au  moins  $250,000; 

-  environ  90  pages  de  renseignements  et  de  tableaux  recapitulatifs  ont  remplace  un 
resume  d'une  page; 

-  on  a  ajoute  des  renseignements  pour  etayer  l'information  par  programmes  et  activi- 
tes,  notamment: 

•  l'expose  des  objectifs  et  la  description  des  activites; 

•  des  tableaux  fournissant,  pour  chaque  activite,  des  details  d'ordre  financier  et 
relies  au  personnel,  y  compris  la  valeur  estimative  des  services  gratuits  fournis 
pour  ou  par  chaque  programme; 

les  autorisations  non  budgetaires,  auparavant  presentees  separement,  ont  ete  mises 
en  regard  des  autorisations  budgetaires  propres  a  chaque  ministere;  et 

les  depenses  et  les  revenus  prevus  a  l'egard  de  chaque  fonds  renouvelable  et  de 
certaines  societes  de  la  Couronne  ont  ete  inclus  qu'il  y  ait  eu  ou  non  une  demande 
d 'affectation  de  credits. 
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Modifications  de  fond 

2.7  Le  Parlement  exerce  son  controle  par  le  truchement  du  libelle  des  credits 

affectes  aux  programmes  designes.  D'abord  incorpore  au  Budget  des  depenses,  ce  libelle  est 
ensuite  repris  dans  les  lois  portant  affectation  de  credits.  II  precise  les  conditions  auxquelles 
les  fonds  du  credit  peuvent  etre  depenses  et  permet  certaines  exemptions  concernant  les 
exigences  generates  de  la  Loi  sur  l'administration  financiere  ou  d'autres  lois.  Les  montants 
precis  qu'il  est  permis  de  depenser  a  l'egard  de  chaque  poste  figurent  dans  les  lois  portant 
affectation  de  credits. 


2.8  Avant  1965,  le  Budget  des  depenses  etait  etabli  en  fonction  des  responsabili- 

tes  (de  celui  qui  depensait  l'argent)  et  des  articles  de  depenses  (les  services  ou  les  biens 
acquis  avec  l'argent  depense).  M.  Glassco  voulait  qu'on  precise  plutot  pourquoi  les  fonds 
etaient  requis.  Selon  sa  recommandation: 

«Toutes  les  initiatives  du  gouvernement  apparaitraient  comme  des  programmes  distincts.  Les 
programmes  de  meme  nature  seraient  groupes  sous  un  seul  credit.  Les  credits  s'appliquant  a 
la  meme  fonction  seraient  reunis  dans  le  'Sommaire  par  fonction  et  par  service',  et  le  total 
serait  presente  dans  le  'Sommaire  par  fonction'.  De  la  sorte,  le  parlementaire  serait  en  mesure 
d 'analyser  le  Budget  des  depenses  de  fac.on  progressive,  d'abord  par  les  renseignements 
detailles  sur  chaque  programme,  et  ensuite  par  l'ensemble  de  totaux  bien  clairs.» 


2.9  Avant  le  rapport  Glassco,  les  divers  credits  correspondaient  souvent  aux 
divisions  organiques.  Un  grand  ministere  comptant  plusieurs  directions  pouvait  se  voir 
attribuer  un  credit  d 'exploitation  distinct  a  l'egard  de  chacune  de  ses  vingt  divisions  ou  plus. 
Le  libelle  des  credits  exposait  de  facon  assez  precise  les  exploitations  auxquelles  les  fonds 
etaient  affectes,  meme  si  les  objectifs  vises  n'etaient  pas  enonces  de  fac,on  explicite:  il 
precisait  le  nom  de  la  division,  faisait  mention  des  lois  pertinentes,  presentait  les  articles  de 
depense  exceptionnels  et  donnait  des  renseignements  detailles  sur  le  personnel,  les  travaux 
d'equipement  et  les  subventions. 

2.10  Par  exemple,  avant  1965,  la  division  des  bestiaux  du  ministere  de  l'Agricultu- 
re  etait  financee  au  moyen  d'un  credit  distinct.  Selon  les  Comptes  publics  «ce  credit  etait 
accorde  a  l'egard  des  depenses  relatives  a)  a  l'application  de  la  Loi  sur  les  animaux  de 
ferme  et  leurs  produits,  b)  a  celle  de  la  Loi  sur  les  normes  des  produits  agricoles,  c)  a  la 
prestation  d'un  service  de  rapport  de  rendement  des  vaches  laitieres  et  de  la  volaille  et  d)  a 
l'application  des  politiques  d'aide  aux  reproducteurs.»  De  plus,  on  y  designait  les  rubriques 
«Achat  de  bestiaux»  et  «Contributions  destinees  a  1 'amelioration  des  bestiaux»  comme 
articles  de  depense  exceptionnels,  cette  derniere  rubrique  etant  accompagnee  d'une  descrip- 
tion oil  Ton  faisait  mention  de  « subventions  de  $1,350  aux  fermes  d'elevage  de  chevaux», 
et  Ton  disait  «que  pour  avoir  droit  a  la  subvention  de  $250  par  etalon,  un  proprietaire 
devait  posseder  ou  controler  trois  etalons  ou  plus  qui  devraient  servir  une  moyenne  de  25 
juments».  Ce  type  de  detail,  peut-etre  parfois  superflu,  exposait  avec  une  precision  conside- 
rable le  genre  de  depenses  que  le  Parlement  autorisait  lorsqu'il  approuvait  chaque  credit. 
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2.11  Le  rapport  Glassco  recommandait  de  reduire  le  nombre  de  credits  pour 

faciliter  la  budgctisation  par  programmes  et  permettre  une  presentation  moins  volumineu- 
se,  plus  simple  et  plus  claire.  Cette  recommandation  s'accompagnait  toutefois  d'une  autre, 
laquclle  preconisait  que  Ton  donne  des  details  par  « programmes  d'activite»  pour  chaque 
credit.  M.  Glassco  prevoyait  qu'un  expose  plus  clair  des  raisons  des  depenses  et  la  presenta- 
tion de  renseignements  plus  utiles  reduiraient  la  multiplicity  des  credits  et  fourniraient  au 
Parlement  un  meilleur  aperqu  des  plans  et  des  operations,  tout  en  donnant  plus  de  souplesse 
aux  ministeres. 


2.12  A  partir  de  1965,  les  credits  ont  ete  regroupes  et  affectes  generalement  aux 
directions  de  chaque  ministere.  La  presentation  detaillee  des  credits  demeurait  la  meme 
qu'avant  1965,  en  attendant  la  mise  en  oeuvre  des  autres  recommandations  du  rapport 
Glassco.  Dans  le  Budget  des  depenses  de  1970-1971,  la  presentation  detaillee  de  chaque 
credit,  qui  existait  avant  1965,  a  ete  abandonnee  et  remplacee  par  les  tableaux  des  activites 
et  par  1 'expose  des  objectifs  et  la  description  des  programmes. 

2.13  Prenons,  pour  exemple,  la  division  des  bestiaux  dans  le  Budget  des  depenses 
de  1970-1971:  tous  les  renseignements  fournis  au  cours  des  annees  precedentes  ont  ete 
supprimes  et  remplaces  par  une  presentation  des  activites  qui  ne  mentionne  meme  pas  la 
division  des  bestiaux  comme  poste  distinct  au  sein  du  Programme  de  la  production  et  de  la 
mise  en  marche.  Les  frais  de  la  division  des  bestiaux  et  d'environ  quinze  autres  divisions  de 
la  direction  de  la  production  et  de  la  commercialisation  ont  ete  repartis  en  fonction  des 
activites,  nouvellement  definies,  du  Programme  de  la  production  et  de  la  mise  en  marche, 
qui  renfermait  les  rubriques  suivantes:  Administration,  Services  de  soutien,  Maintien  du 
revenu  agricole,  Commercialisation,  Production,  Information  et  vulgarisation,  Lutte  contre 
les  maladies  et  autres  fleaux  de  l'agriculture,  Surveillance  des  champs  de  course  et  Inspec- 
tion des  viandes. 


2.14  M.  Glassco  a  indique  (voir  le  Document  A,  pages  33  et  34)  le  genre  des  divers 

renseignements  qui  devraient  figurer  au  Budget  des  depenses  et  a  cite,  a  titre  d 'exemple,  la 
direction  des  services  de  la  marine  du  ministere  des  Transports.  Le  Document  B  (pages  35 
et  36)  donne  un  specimen  du  Budget  des  depenses  de  1970-1971  avec  les  revisions  qui  ont 
ete  reellement  apportees.  II  renferme  un  expose  des  objectifs  du  programme,  un  resume  plus 
succinct  des  activites  et  des  renseignements  sur  les  couts  reels  de  l'annee  precedente.  En 
1971-1972,  comme  l'indique  le  Document  C,  (pages  37  et  38)  on  apporta  d'autres  modifica- 
tions importantes  a  la  presentation,  dans  le  Budget  des  depenses,  des  renseignements 
concernant  ce  programme.  Les  activites  enumerees  dans  les  budgets  precedents  ont  ete 
ramenees  de  16  a  4,  ce  qui  constituait  une  reduction  importante  des  renseignements  donnes 
sur  les  etapes  de  realisation  des  objectifs  du  programme. 
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DOCUMENT  A   -  SECTION  DETAILLEE  DU  BUDGET  PRINCIPAL  DES  DEPENSES 
PROPOSEE  PAR  LE  RAPPORT  GLASSCO    -    EXPLOITATION 
ET  ENTRETIEN 


BUDGET  PRINCIPAL  DES  DEPENSES,    1962-1963,   COMPAREES  AUX 
DEPENSES  PREVUES  POUR  1961-1962    -    SERVICES-TRANSPORTS 


Credit  no  402 

Service  de  la  marine  -  Exploitation  et  entretien  (a  voter) $ 


Le  Service  des  aides  a  la  navigation  est  charge  du  fonctionnement  et  de 
l1 entretien  des  phares,  des  feux,  des  bateaux-phares,  des  sirenes  de  brume, 
des  bouees  et  des  balises  des  regions  cotieres,  des  voies  d'eau  interieures 
et  de  celles  des  Grand  lacs.   Les  aides  en  question  se  composent  de  4  bateaux- 
phares,  de  3,022  feux  de  types  divers,  de  1,259  bouees  lumineuses  et  bouees  a 
signaux,  de  428  sirenes  de  brume  et  de  10,449  autres  aides  flottantes  diverses. 

On  prevoit  1' exploitation  quotidienne  et  1' entretien  ininterrompu  des  divers 
canaux  englobant  le  reseau  de  canaux  secondaire,  ce  qui  comprend  110  ecluses  et 
des  ouvrages  connexes  comme  des  barrages  d' alimentation  et  des  deversoirs,  des 
batiments,  des  routes,  109  ponts  amovibles,  de  nombreux  ponts  fixes,  des  bassins, 
des  quais  et  des  biefs.   Le  reseau  comprend  les  canaux  Rideau,  Trent,  Murray, 
Carillon-Grenville,  Chambly,  Sainte-Anne,  Saint- Ours,  Canso  et  Saint-Pierre. 

On  prevoit  des  services  de  pilotage  dans  les  regions  qui  ressortissent  au 
minis tre  en  vertu  de  la  Loi  sur  la  marine  marchande  du  Canada. 


Detail 

Estimations 
1962-63 

Previsions 
1961-62 

$ 

Augmen- 
tation ou 
(Diminution) 

$ 

Programme  par  forme  d'activite 
Aides  a  la  navigation: 

$ 

— 

— 

Canaux : 

— 

— 

— 

— 

— 
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Districts  de  pilotage: 
Saint- Jean  (Terre-Neuve) 
Labrador 


Cout  total  du  programme 

— 

— 

Comprenant : 

Traitements  et  salaires 

•   (-) 

(")_ 

(")_ 

Mo'ins:    Recouvrements  d'autres 

ministeres  ou  organismes . . . 

Mo'ins:    Revenus  connexes 



— 

— 

— 

— 

— 

— 
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DOCUMENT  B  -  RENSEIGNEMENTS  DETAILLES  PRESENTES  DANS  LE  BUDGET 
PRINCIPAL  DES  DEPENSES  DE  1970-1971    -    EXPLOITATION 
ET  ENTRETIEN 


PROGRAMME  DES  SERVICES  DE  LA  MARINE    -    TRANSPORTS 

OBJECTIF 

Aider  le  commerce  par  eau  en  prenant  les  dispositions  necessaires  pour  l'apport  d'ins- 

tallations  et  de  services  devant  servir  a  promouvoir  un  trafic  maritime  efficace  et  sans 

danger. 

SOUS-OBJECTIFS 

Etablir  les  bases  essentielles  a  la  creation  de  bons  rapports  en  ce  qui  concerne  les 

caracteristiques  maritimes  de  la  navigation  commerciale; 

Determiner  les  besoins  et  assurer  la  gestion  des  installations  des  voies  fluviales  et 

des  installations  terminales  dans  les  limites  assignees  au  Ministere  par  le  gouvernement. 

DESCRIPTION  DU  PROGRAMME 

Administration — Administration  des  agences  et  regions,   y  compris  les  bureaux 

du  sous-ministre  adjoint. 
Aides  a  la  navigation — Installation,   exploitation  et  entretien  des  aides  a  la 

navigation  maritime;   application  de  la  Loi  sur  la  protection  des  eaux  navi- 

gables  et  des  articles  pertinents  de  la  Loi  sur  la  marine  marchande  du 

Canada. 
Ports  et  biens — Administration  des  ports  nationaux,   y  compris,   en  particulier, 

les  rapports  du  Ministere  avec  les  Commissions  de  port  locales  et  application 

des  lois  pertinentes. 
Canaux  —  Entretien  et  amelioration  des  canaux  de  navigation:     Trent-Murray 

et  Rideau,   en  Ontario;   Carillon,   Sainte-Anne,   Saint-Ours  et  Chambly,   au 

Quebec;   St.   Peters  et  Canso,   en  Nouvelle-Ecosse. 
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PROGRAMME  PAR  ACTIVITE 

Credits  Depenses  Depenses 

demandes     prevues  reelles 

Activite 1970-1971  1969-1970  Difference   1968-1969 

Administration _  _  _  _ 

Aides  a  la  navigation _  _  _  _ 

Ports  et  biens _  _  _  _ 

Canaux _  _  _ 

Recherche  et  perfectionnement 

hydrauliques _  _  _ 

Controle  de  la  circulation 

maritime _  _ 

Chenaux  maritimes  du 
Saint-Laurent  et  du 
Saguenay 

Ravitaillement  arctique 

College  de  la  Garde  cotiere 

Deglacage  et  escorte 

Recherches  et  sauvetage 

Services  de  navires  pour 
d'autres  programmes 
gouvernementaux 

Navires  meteorologiques 

Construction  navale 

Services  nautiques 

Services  de  pilotage 

Inspection  des  navires 

a  vapeur 

Moins:  Produits  et  recettes 

a  valoir  sur  le  credit 

Total  des  credits 

A  Aj outer:  Services  fournis  par 

d'autres  ministeres 

Locaux  fournis  par 

le  Minis tere 

Cout  total  du  programme 
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DOCUMENT  C  -  RENSEIGNEMENTS  DETAILLES  PRESENTES  DANS  LE  BUDGET 
PRINCIPAL  DES  DEPENSES  DE  1971-1972    -    EXPLOITATION 
ET  ENTRETIEN 


PROGRAMME  DES  TRANSPORTS  PAR  EAU     -    TRANSPORTS 


OBJECTIF 

Fournir  des  installations  et  favoriser  le  developpement  optimal  du  transport  maritime, 
en  tenant  compte  de  la  protection  de  l'environnement,   autant  que  possible  contre 
remboursement. 


DESCRIPTION  DU  PROGRAMME 

Administration — Le  bureau  de  l'administrateur,   1 'Administration  canadienne  des 
transports  par  eau,    son  personnel  de  soutien  fonctionnel  ainsi  que  ses  adminis- 
trations regionales  et  de  district. 

Installations  portuaires — Administration  des  ports  publics  designes  et  des  autres 
biens  maritimes  du  gouvernement  federal  et  lois  relatives  aux  commissions 
de  port  locales. 

Installations  relatives  aux  routes  maritimes  —  Etablissement  et  entretien  d'un 
service  de  soutien  a  bord  de  navires  et  a  terre,   dans  les  voies  navigables 
et  les  approches  cotieres  du  Canada,   pour  favoriser  l'acheminement  sur  et 
efficace  du  trafic  maritime. 

Reglementation  maritime  —  Elaboration  et  mise  en  application  de  lois,   de  reglements 
et  de  normes  pour  assurer  l'acheminement  sur  et  efficace  du  trafic  maritime,   et 
enquetes  sur  les  accidents  maritimes. 
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PROGRAMME  PAR  ACTIVITE 


Activite 

Administration 

Installations  portuaires 

Installations  relatives  aux 
routes  maritimes 

Reglementation  maritime i 

Mo  ins:  Produits  et  recettes 

a  valoir  sur  le  credit. 

Total  des  credits 

A  ajouter: 

Services  fournis  par 
d ' autres  ministeres .... 

Locaux  fournis  par  le 
Ministere 

Cout  total  du  programme 


Credits 

demandes 

1971-1972 


Depenses 

prevues 

1970-1971 


Difference 


Depenses 

reelles 

1969-1970 
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Efficacite  des  modifications 

2.15  Le  Budget  des  depenses  de  1970-1971  a  ete  etabli  selon  la  forme  et  conforme- 
ment  aux  principes  de  la  rationalisation  des  choix  budgetaires,  (R.C.B.),  auxquels  le  gou- 
vernement  a  souscrit.  Ces  principes  insistent  sur  la  determination  precise  des  objectifs  de 
chaque  programme  et  sur  l'analyse  des  donnees  financieres  en  fonction  des  avantages  a  tirer 
de  la  depense  des  fonds  demandes. 

2.16  Dans  la  nouvelle  formule  du  Budget  des  depenses,  l'expose  des  objectifs  peut 
etre  considere  comme  un  guide  des  depenses  legitimement  imputables  a  un  credit,  qui 
s'accompagne  d'une  description  detaillee  du  programme  par  activite;  toutefois,  ces  ele- 
ments n'ont  aucune  valeur  legislative  puisqu'ils  ne  sont  pas  repris  dans  les  lois  portant 
affectation  de  credits.  Le  libelle  des  credits  qui  figure  dans  ces  lois  est  stereotype  et  offre  peu 
d 'information;  il  n'a  pas  la  precision  caracteristique  d'une  loi  bien  redigee. 

2.17  Le  Guide  de  planification,  programmation  et  budgetisation  (Rationalisation 
des  choix  budgetaires)  publie  par  le  Conseil  du  tresor  en  1969  porte  que  les  objectifs  des 
programmes  doivent  se  conformer  aux  criteres  suivants: 

«a)  les  objectifs  d'un  programme  doivent  etre  compatibles  entre  eux; 

«b)  Us  doivent  pouvoir  se  traduire  immediatement  par  des  benefices  precis,  de  preference  des 

benefices  qui  se  pretent  a  une  evaluation  quantitative; 

«c)  ils  doivent  etre  formules  de  maniere  a  favoriser  l'etude  de  secteurs  d 'activite  differents,  mais 

possibles,  c'est-a-dire  que  l'objectif  ne  doit  pas  definir  la  methode; 

«d)  ils  doivent  etre  definis  avec  assez  de  precision  pour  permettre  d 'identifier  tout  secteur  d 'activi- 

te d'un  programme  qui  ne  contribue  pas  a  atteindre  les  objectifs  de  ce  programme;  et 

«e)  ils  doivent  etre  compatibles  avec  les  attributions  du  ministere  enoncees  dans  les  lois  qui 

regissent  ses  fonctions. » 

2.18  Un  examen  du  Budget  des  depenses  indique  clairement  que  ces  criteres  sont 
rarement  respectes.  Dans  la  plupart  des  cas,  les  objectifs  et  les  sous-objectifs  des  program- 
mes sont  exposes  de  facon  tellement  generate: 

-  qu'ils  ne  peuvent  etre  utilement  contestes; 

-  qu'ils  donnent  a  un  ministere  toute  latitude  de  prendre  a  peu  pres  n'importe  quelle 
initiative  qui  releve  de  son  domaine; 

-  qu'ils  ne  constituent  pas  une  indication  claire  de  l'objet  des  programmes  pour  les 
responsables  de  l'examen  du  budget,  du  controle  budgetaire  ou  des  rapports 
financiers; 

qu'ils  causent  des  problemes  a  ceux  qui  doivent  verifier  si  les  depenses  se  font 
conformement  au  dessein  manifeste  du  Parlement; 

-  qu'ils  ne  revelent  pas  les  resultats  escomptes  de  la  depense  des  fonds;  et 

-  qu'il  est  impossible  d'evaluer  avec  precision,  sur  la  foi  de  Penonce,  ce  que  coiiteront 
les  divers  moyens  employes  pour  realiser  les  objectifs  etablis. 
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2.19  Lc  Budget  des  depenses  actuel  semble  indiquer  que  le  gouvernement  appli- 
que les  principes  de  la  R.C.B.,  mais  tel  n'est  pas  vraiment  le  cas  vu  1'absence  de  donnees 
quantitatives  essentielles  sur  les  couts  et  les  benefices.  En  fait,  on  donne  peu  de  details  sur  ce 
que  les  responsables  des  programmes  font  reellement,  sur  ceux  a  qui  ces  programmes 
profitent,  ou  sur  les  objectifs  precis  que  Ton  cherche  a  realiser. 

2.20  Les  renseignements  sommaires  fournis  dans  le  Budget  des  depenses  ont  eux 
aussi  une  valeur  limitee.  La  presentation  des  couts  des  programmes  des  ministeres  par 
«fonctions»,  «sous-fonctions»  et  «programmes  fonctionnels»  est  assez  arbitraire  et  peut 
induire  en  erreur,  etant  donne  qu'il  y  a  plus  d'une  bonne  maniere  d'analyser  les  couts.  Par 
exemple,  les  activites  du  ministere  de  l'Agriculture  reliees  a  l'inspection  des  viandes  peuvent 
se  classer  dans  les  «sous-fonctions»  dites  Protection  des  personnes  et  des  biens  -  Services 
aux  consommateurs  tout  aussi  bien  que  dans  les  «sous-fonctions»  appelees  Expansion 
economique  et  soutien  -  Industrie  primaire  oil  on  les  retrouvent  presentement. 

2.21  II  existe  diverses  fac,ons  d'analyser  les  couts  a  l'interieur  des  programmes.  On 
peut  en  trouver  des  exemples  dans  le  Budget  des  depenses,  la  ou  les  activites  sont  reparties 
selon  les  couts  des  domaines  que  voici: 

-     services  d 'exploitation  ou  services  d 'administration  ou  de  soutien; 

marchandises,  produits  ou  domaines  posant  des  problemes; 

secteurs  de  la  population  beneficiant  du  programme;  et 

ressources  a  acquerir. 

2.22  Dans  de  nombreux  ministeres,  cependant,  la  structure  actuelle  des  activites 
constitue  soit  un  simple  regroupement  des  couts  de  l'organisation,  soit  une  estimation 
imprecise  des  couts  fondee  sur  des  criteres  souvent  difficiles  a  justifier  sans  respect  des 
orientations  structurelles.  Les  ministeres  n'ont  jamais  tellement  tenu  a  mettre  au  point,  pour 
leurs  activites,  des  structures  qui  permettraient  d'etablir  des  rapports  quantitatifs  entre  les 
couts  et  les  resultats  correspondants.  En  omettant  de  reveler  que  les  renseignements  sur  les 
activites  qui  sont  consignes  dans  le  Budget  des  depenses  refletent  vraiment  les  couts  selon  la 
structure  de  l'organisation,  les  ministeres  demeurent  libres  de  signaler  ceux-ci  dans  les 
Comptes  publics  lorsque  certaines  autres  methodes  de  couts  conviennent  mieux  a  leurs  fins. 

Ameliorations  proposees 

2.23  Bien  qu'une  certaine  normalisation  s'impose,  il  semble  impossible  d'elaborer 
un  systeme  de  presentation  uniforme  et  rigide  qui  reponde  aux  besoins  du  Parlement  dans 
tous  les  cas.  La  forme  actuelle  du  Budget  des  depenses  montre  qu'une  normalisation  trop 
poussee  entraine  une  perte  importante  de  renseignements. 

2.24  Le  resume  des  programmes  presente  par  «fonctions»,  «sous-fonctions»  et 
«programmes  fonctionnels»  bien  definis,constitue  un  releve  des  emplois  prevus  des  credits. 
C'est  une  technique  utile  qu'il  convient  de  conserver,  mais  qui  devrait  peut-etre  prendre 
diverses  autres  formes,  de  maniere  a  permettre  l'analyse  des  depenses  du  gouvernement 
sous  des  angles  differents.  Par  exemple,  les  couts  d'un  programme  qui  contribue  a  la 
realisation  de  plusieurs  objectifs  du  gouvernement  pourraient  etre  rattaches  a  chacun  de 
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ceux-ci,  afin  de  presenter  sous  une  forme  plus  complete  les  efforts  que  deploie  le  gouverne- 
ment  dans  chaque  secteur. 

2.25  Dans  le  cadre  d'un  programme  donne,  il  peut  exister  plusieurs  facons  de 
presenter  au  Parlement  des  renseignements  de  nature  financiere.  Pour  chaque  programme, 
il  faut  rechercher  des  formes  de  presentation  qui  offriraient  au  Parlement  une  meilleure 
base  sur  laquelle  se  fonder  pour  definir  quels  comptes  le  gouvernement  doit  lui  rendre  et 
pour  exercer  un  controle  financier  au  moyen  des  affectations  de  credits.  A  noter  qu'une 
etude  analogue  faite  au  Royaume-Uni,  il  y  a  plusieurs  annees,  n'a  entraine  aucune  reduc- 
tion du  nombre  des  credits  ni  des  subdivisions  qui  les  etayent.  La  nouvelle  presentation 
rattache  les  rubriques  utilisees  a  des  fins  de  planification  economique  a  celles  qui  servent  a 
la  gestion  financiere,  et  montre  bien  qu'il  est  preferable  de  ne  pas  pousser  la  normalisation 
a  1 'extreme. 

2.26  Voici  des  modifications  que  Ton  pourrait  apporter  a  la  formule  du  Budget  des 
depenses  pour  assurer  un  meilleur  controle  parlementaire  et  rendre  aussi  plus  manifeste  la 
destination  des  deniers  publics: 

un  programme  de  $500  millions  comportant  quatre  activites  est  presente  actuelle- 
ment  de  la  meme  maniere  qu'un  programme  de  $5  millions  comportant  le  meme 
nombre  d 'activites.  La  ventilation  plus  detaillee  de  certains  grands  programmes  et, 
inversement,  la  supression  des  details  dans  le  cas  de  certains  programmes  moins 
importants  engendreraient  un  document  beaucoup  plus  utile;  cependant  la  taille  du 
programme  ne  devrait  pas  etre  l'unique  facte ur  determinant;  il  faudrait  egalement 
tenir  compte  de  la  nature  du  programme; 

-  pour  expliquer  les  besoins  en  ressources,  il  serait  avantageux  d'inserer  dans  le 
Budget  des  depenses  des  articles  de  depense  precis  et  mieux  definis  plutot  que  les 
articles  courants  qui  tendent  a  voiler  des  renseignements  utiles.  On  peut  obtenir  des 
donnees  globales  sur  les  besoins  en  ressources  du  gouvernement,  par  l'analyse  des 
donnees  que  conservent  normalement  les  ministeres; 

si  Ton  etablissait  une  distinction  entre  les  couts  decoulant  directement  de  l'exercice 
des  responsabilites  nommement  prescrites  par  une  loi  et  ceux  relies  aux  responsabili- 
tes  ne  reposant  pas  sur  une  loi,  le  Parlement  serait  mieux  renseigne  sur  ce  que  coute 
1 'application  de  certaines  lois; 

-  il  serait  possible  d'accroitre  l'utilite  des  exposes  en  y  expliquant  les  modifications 
apportees  par  rapport  a  l'annee  precedente,  ainsi  que  toutes  pratiques  comptables 
inusitees; 

-  les  objectifs  pourraient  etre  exposes  dans  le  Budget  des  depenses  sous  Tangle  des 
exploitations  a  executer; 

-  les  activites  pourraient  etre  exposees  en  fonction  des  resultats  quantitatifs  escomptes, 
la  oil  c'est  possible; 

-  on  pourrait  presenter  isolement  les  depenses  en  capital,  les  subventions  et  les  contri- 
butions quand  il  n'y  a  pas  lieu  d'indiquer  les  operations  poursuivies,  dans  le  cas,  par 
exemple,  des  immobilisations  d 'usage  general;  et 
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-  les  couts  et  les  revenus  en  comptes  d'ordre  ou  sous  forme  de  notes  pourraient  etre 
attribues  de  facon  plus  precise,  de  maniere  a  reveler  le  cout  net  de  chaque  activite.  A 
1'heure  actuelle,  seuls  les  debours  de  caisse  sont  analyses  par  activite;  les  couts  des 
services  fournis  sans  frais  et  les  revenus  connexes  ne  sont  reveles  que  par  programme. 

2.27  Peut-etre  serait-il  avantageux  d'apporter  d'autres  modifications  a  la  structure 
des  credits,  a  la  condition  d'ameliorer  de  beaucoup  la  qualite  des  donnees  de  soutien.  Le 
principe  actuel  qui  attribue  plus  d'un  credit  a  la  plupart  des  ministeres  peut  reduire,  dans 
une  certaine  mesure,  la  concurrence  entre  les  services  d'un  meme  ministere  pour  obtenir  des 
fonds,  mais  il  peut  retarder  aussi  la  divulgation  de  renseignements  financiers  utiles.  Par 
exemple,  le  ministere  de  l'Agriculture  recoit,  selon  un  certain  ordre  de  priorite,  des  credits 
distincts  a  1'egard  des  rubriques  Administration,  Recherches,  Production  et  commercialisa- 
tion, Hygiene  veterinaire  et  Commission  canadienne  des  grains,  mais  il  serait  commode  aux 
parlementaires  interesses  dans  les  donnees  financieres  d'un  circuit  alimentaire  particulier  de 
connaitre  les  renseignements  rassembles  actuellement  pour  effectuer  l'analyse  interne  des 
couts  au  ministere  en  regard  des  produits  agricoles. 

2.28  Sauf  quelques  importantes  exceptions,  les  libelles  et  les  montants  qui  figurent 
dans  le  Budget  des  depenses  a  l'egard  des  ministeres  sont,  a  toutes  fins  utiles,  fixes  environ 
six  mois  avant  le  debut  de  l'annee  financiere.  Le  jour  de  la  presentation  du  Budget  des 
depenses  au  Parlement,  la  plupart  des  ministeres  savent  que  ce  document  ne  reflete  pas  les 
importants  changements  qui  sont  venus,  dans  l'entretemps,  modifier  les  resultats  financiers 
de  l'annee  en  cours  et  les  perspectives  de  l'annee  visee  par  le  Budget  des  depenses.  II 
faudrait  trouver  un  moyen  de  mettre  a  jour  les  donnees  du  Budget  des  depenses  juste  avant 
de  le  deposer  a  la  Chambre. 

2.29  Le  Budget  des  depenses  ne  met  pas  suffisamment  en  lumiere  certaines 
dispositions  speciales  ou  modifications  du  Budget  des  depenses  de  l'annee  precedente  pour 
attirer  sur  elles  l'attention  du  Parlement.  Ces  modifications  par  rapport  a  l'annee  anterieure 
pourraient  etre  mises  en  evidence,  comme  on  le  fait  pour  les  documents  produits  a  l'appui 
d'un  projet  de  loi  modifiant  une  autre  loi. 

2.30  Le  Budget  des  depenses  pourrait  renfermer  certains  autres  renseignements 
supplementaires: 

un  resume  succinct  des  principales  modifications  intervenues  dans  les  lois  ou  dans  les 
conditions  economiques  generates  dont  les  previsions  n'ont  pas  tenu  compte.  Par 
exemple,  une  lettre  de  transmission  accompagnant  le  budget  principal  des  depenses 
de  1974-1975  aurait  pu  indiquer  que  n'y  figuraient  pas  les  couts  prevus  du  nouveau 
Programme  d'indemnisation  visant  les  importations  de  petrole; 

les  hypotheses  importantes  qui  sont  a  la  base  de  la  prevision  des  couts  comme  la 
maniere  de  parer  aux  variations  prevues  des  prix; 

-  les  hypotheses  economiques  sur  lesquelles  se  fondent  les  previsions  de  programmes 
sujets  a  d 'importantes  variations  de  couts,  comme  le  Compte  de  stabilisation  des  prix 
agricoles,  les  comptes  de  la  Societe  centrale  d'hypotheques  et  de  logement  ou  de 
1  'Assurance-chomage; 
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-     une  prevision  des  credits  inutilises  et  qui  ne  se  periment  pas,  et  qu'il  sera  possible  de 
reporter  a  l'annee  suivante. 

Responsabilite  des  ameliorations 

2.31  Les  modifications  de  fond  et  de  forme  apportees  au  Budget  des  depenses 
n'ont  pas  donne  les  resultats  escomptes.  Par  le  passe,  le  Secretariat  du  Conseil  du  tresor  a 
pris  l'initiative  de  proposer  des  changements.  D'importantes  modifications  ont  ete  mises  a 
l'essai  par  un  nombre  restreint  de  ministeres,  et  le  comite  des  Comptes  publics  avait  ete 
prevenu  des  changements  majeurs  avant  leur  mise  en  oeuvre.  Cette  mesure  a  pu  entrainer 
une  normalisation  plus  grande,  mais  qui  ne  tenait  pas  suffisamment  compte  de  l'application 
particuliere  de  ces  changements  a  chacun  des  ministeres.  Malgre  la  mise  en  oeuvre  des 
recommandations,  malgre  les  modifications  apportees  aux  previsions  budgetaires  d'une 
annee  a  l'autre,  le  Budget  des  depenses  n'est  pas  encore  un  ouvrage  assez  au  point  pour 
permettre  au  Parlement  de  vraiment  controler  les  finances  du  gouvernement. 

2.32  En  apportant  ces  modifications,  le  Conseil  du  tresor  semble  ne  pas  avoir 
accorde  suffisamment  d'importance  au  controle  financier.  Tout  naturellement,  le  Secre- 
tariat du  Conseil  du  tresor  s'est  interesse  davantage  aux  problemes  d 'affectations  des  resso- 
urces  qu'a  Fobligation  du  gouvernement  de  rendre  des  comptes.  Cela  aboutit  a  l'approbai- 
tion  de  propositions  budgetaires  qu'il  est  impossible  de  chiffrer  exactement  oude  controler 
en  comparant  les  depenses  reelles  avec  les  depenses  envisagees. 

2.33  On  pourrait  combler  ces  lacunes  en  exigeant  que  les  ministeres  expliquent  et 
justifient  d'avance  devant  les  comites  de  la  Chambre  des  communes,  charges  d 'examiner  le 
Budget  des  depenses,  toutes  les  modifications  importantes  qu'ils  proposent  d'apporter  au 
volume  ou  a  la  nature  des  donnees  qu'ils  transmettent.  Ces  comites  pourraient  egalement 
consulter  le  Conseil  du  tresor,  d'autres  organismes  centraux  et  le  bureau  de  l'Auditeur 
general  pour  connaitre  les  vues  de  ces  derniers  sur  les  propositions  des  ministeres. 

2.34  La  forme  et  le  contenu  actuels  du  Budget  des  depenses  permettent  difhci- 
lement  de  connaitre  l'intention  precise  qu'a  le  Parlement  ou  le  gouvernement  en  affectant 
des  fonds,  et  aux  membres  de  mon  personnel  qui  verifient  les  credits  des  ministeres  de 
s  'assurer  que  les  fonds  sont  bien  utilises  aux  fins  voulues  par  le  Parlement.  II  est  done 
difficile  pour  mon  Bureau  de  s'acquitter  de  la  responsabilite  qui  m'est  conferee  en  vertu  de 
l'article  61(1)  c)  de  la  Loi  sur  l'administration  financiere,  e'est-a-dire  de  signaler  chaque 
cas  oil  il  a  ete  remarque  «...  qu'un  credit  budgetaire  a  ete  depasse  ou  a  ete  affecte  a  une  fin 
ou  d'une  maniere  non  autorisee  par  le  Parlement ». 

2.35  Ilfaudrait  se  livrer  a  une  etude  approfondie  de  la  forme  du  Budget  des  depenses 
ainsi  que  des  donnees  que  present ent  les  divers  ministeres  et  organismes  a  I'appui  de  leurs 
demandes  de  credits,  afin  de  determiner  les  modifications  necessaires  a  une  meilleure  divulga- 
tion des  details  et  a  un  meilleur  controle  du  Parlement  et  du  gouvernement  sur  les  depenses 
ministerielles,  par  rapport  aux  credits  votes. 
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COMPTES  PUBLICS 

2.36  Dcpuis  1 96 1 ,  lcs  Comptes  publics  se  composent  de  trois  volumes: 

le  volume  I  fournit  un  large  eventail  d 'analyses  des  comptes  du  Canada,  notamment 
1'etat  de  1'actif  et  du  passif,  l'etat  des  depenses  et  des  revenus  exiges  par  la  Loi  sur 
1'administration  financiere,  ainsi  que  plusieurs  autres  etats  sommaires;  le  detail  de 
chaque  credit  budgetaire  vote  par  le  Parlement;  divers  autres  etats  exiges  par  la  Loi 
ou  autrement; 

le  volume  II  presente  des  renseignements  financiers  par  ministere  ou  organisme, 
reprend  certains  aspects  du  detail  des  affectations  figurant  au  volume  I  et  fait  rapport 
des  depenses  reelles  par  rapport  aux  details  donnes  a  l'appui  dans  le  Budget  des 
depenses.  II  contient  en  outre  des  renseignements  divers  sur  certains  soldes  et  tran- 
sactions que  le  Parlement  exige  connaitre;  et 

-  le  volume  III  renferme  les  etats  financiers  des  societes  de  la  Couronne  et  d 'autres 
societes  oil  le  gouvernement  a  investi  des  capitaux. 

2.37  A  la  suite  des  recommandations  du  rapport  Glassco,  on  a  modifie  les  Comp- 
tes publics  de  1965: 

-  en  y  introduisant  la  valeur  estimative,  par  ministere,  des  services  fournis  ou  rec,us 
gratuitement; 

-  en  y  fournissant  un  etat  d'ordre  des  comptes  a  recevoir,  par  ministere  et  organisme; 

en  y  supprimant  la  liste  des  employes  touchant  un  traitement  annuel  de  $8,000  ou 
plus  et  ayant  droit  a  des  frais  de  deplacement  de  $500  ou  plus;  et 

en  y  supprimant  la  liste  des  paiements  aux  fournisseurs  et  aux  entrepreneurs  rece- 
vant$  10,000  ou  plus. 

Par  suite  des  modifications  apportees  au  Budget  des  depenses  de  1970-1971,  d 'autres 
changements  sont  intervenus  dans  les  Comptes  publics  en  1971,  quant  au  texte  et  a  certains 
etats. 

Ameliorations  proposees 

2.38  Etant  donne  le  retentissement  du  Budget  des  depenses  sur  les  Comptes 
publics,  tout  changement  apporte  au  Budget  des  depenses  par  suite  d'une  etude  aura 
automatiquement  pour  effet  d'ameliorer  les  Comptes  publics.  En  outre,  pour  ameliorer 
ceux-ci,  il  conviendrait  aussi  d'etudier  certaines  autres  questions,  comme  celles  dont  traitent 
les  paragraphes  suivants. 

2.39  Le  volume  I  renferme  actuellement  des  renseignements  sommaires  d'ordre 
general  et  tout  ce  qu 'exige  la  Loi  en  fait  de  rapports  particuliers.  Les  principaux  etats  sont 
disperses  dans  les  sections  2,  9  et  10  du  volume  I.  Quiconque  n'en  connait  pas  le  contenu  ni 
exactement  l'endroit  ou  ils  se  trouvent  aura  du  mal  a  les  utiliser  et  a  les  relier  les  uns  aux 
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autres.  Le  volume  II  presente  certains  renseignements  supplementaires  sous  une  forme 
generalement  analogue  a  celle  du  Budget  des  depenses.  De  nombreuses  donnees  sur  les 
depenses  figurant  aux  volumes  I  et  II  se  repetent.  En  ce  qui  concerne  les  comptes  de  l'actif  et 
du  passif,  les  volumes  I,  II  et  III  fournissent  des  renseignements  detailles  sur  l'autorisation  et 
Fobjet  du  compte,  le  solde  et  le  detail  des  operations  inscrites  dans  les  comptes,  mais 
renferment  peu  de  renvois  a  une  information  connexe. 

2.40  Le  rapport  du  Comite  independant  de  revision  sur  les  fonctions  de  l'Auditeur 
general  du  Canada  comporte  des  recommandations  visant  a  ameliorer  le  contenu  des 
Comptes  publics.  On  y  propose  plus  particulierement  de  regrouper  dans  les  Comptes  publics 
les  principaux  etats  ci-apres: 

l'etat  des  depenses  et  des  revenus; 

-  l'etat  de  1 'evolution  de  la  situation  financiere  ou  un  etat  des  operations;  et 

-  l'etat  de  l'actif  et  du  passif. 

Etant  donne  que  ces  etats  different  des  etats  conventionnels  du  meme  nom  produits  dans  le 
secteur  prive,  ils  devraient  s'accompagner  d'une  note  explicative  sur  les  methodes  compta- 
bles  ayant  servi  a  leur  etablissement. 

2.41  Certaines  autres  modifications,  que  voici,  pourraient  ameliorer  la  forme  des 
Comptes  publics: 

reduire  la  taille  et  simplifier  le  style  du  volume  I,  de  maniere  a  insister  sur  les  etats 
financiers  sommaires  du  gouvernement  canadien.  Le  detail  des  affectations  de  credit 
devrait  etre  supprime  et  remplace  par  des  renvois  au  volume  II.  L 'ideal  serait  un 
volume  comparable,  en  quelque  sorte,  au  double  point  de  vue  du  style  et  de  la 
lecture,  au  «Sommaire  du  Budget »,  mais  avec  plus  de  donnees  precises  et 
essentielles; 

incorporer  au  volume  II  tous  les  renseignements  necessaires  pour  rendre  compte  des 
pouvoirs  accordes  a  chaque  ministere  et  organisme  en  matiere  d 'affectation  des 
credits.  Ce  volume  devrait  suivre  le  plus  possible  la  disposition  des  matieres  du 
Budget  des  depenses  afin  de  faciliter  l'examen,  par  le  Parlement,  de  la  responsabilite 
du  gouvernement  a  son  egard  et  l'execution,  par  ce  dernier,  de  l'obligation  qui  lui 
incombe  en  la  matiere;  il  devrait  aussi  presenter  le  maximum  de  details  sur  les 
autorisations  et  les  operations  inscrites  dans  les  comptes  non  budgetaires  et  les 
comptes  speciaux.  Les  exposes  descriptifs  devraient  chercher  a  expliquer  de  facon 
significative  les  principaux  ecarts  constates  entre  les  previsions  budgetaires  et  les 
resultats  obtenus,  la  correlation,  autant  que  possible,  avec  les  donnees  quantitatives 
sur  les  resultats  des  programmes.  II  faudrait  aussi  trouver  dans  le  volume  II  des 
renseignements  sur  certaines  operations,  les  mauvaises  creances,  les  titres  immobi- 
liers,  les  subventions  et  les  contributions  mineures,  et  les  marches  de  services  profes- 
sionals; et 
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-  le  volume  III,  qui  continucrait  de  presenter  les  etats  financiers  des  societes  de  la 
Couronne,  pourrait  contenir  un  expose  descriptif  des  principaux  changements  surve- 
nus  au  cours  de  l'annee  a  1'egard  de  chaque  societe,  ainsi  que  des  analyses  sommai- 
res  de  l'actif  et  du  passif,  des  revenus  et  des  depenses,  par  groupes  de  societes.  Toutes 
les  societes  qui  appartiennent  a  la  Couronne  et  qui  ne  figurent  pas  dans  le  volume  III 
devraient  y  etre  mentionnees  avec  des  explications  appropriees  sur  leur  nature 
particuliere.  Ce  volume  devrait  presenter  en  outre  un  expose  recapitulatif  des  prets  et 
avances  consentis  aux  societes  de  la  Couronne  actuellement  enumerees  dans  le 
volume  I  des  Comptes  publics,  ainsi  que  des  resumes  contenant  des  donnees  essen- 
tielles,  notamment  le  revenu  brut,  les  resultats  net  d 'exploitation,  les  soldes  de 
tresorerie,  l'etat  net  des  fonds  de  roulement  et  l'actif  net. 

2.42  En  faisant  concorder  la  date  de  presentation  des  rapports  annuels  des  minis- 
teres,  ainsi  que  leur  contenu,  avec  les  donnees  que  les  ministeres  fournissent  aux  fins  des 
Comptes  publics,  on  en  arriverait  a  ce  que  ces  elements  soient  prepares  d'une  facon 
uniforme  et  qu'ils  complement  les  Comptes  publics  en  donnant  le  detail  des  couts,  des 
donnees  quantitatives  sur  les  resultats  et  des  exposes  descriptifs  qui,  pour  des  raisons 
d'espace,  ne  peuvent  figurer  dans  les  Comptes  publics. 

2.43  Les  Comptes  publics  ne  refletent  pas  le  Budget  des  depenses  a  tous  egards. 
Par  exemple: 

ils  ne  regroupent  pas  les  couts  par  «fonction»,  «sous-fonction»  et  «programme 
fonctionnel»  de  facon  aussi  detaillee  que  dans  le  Budget  des  depenses; 

-  le  mode  de  presentation,  dans  les  Comptes  publics,  des  projets  d'investissement  ne 
facilite  pas  la  comparaison  avec  le  Budget  des  depenses,  ou  ils  sont  ventiles  par 
postes; 

-  les  donnees  sur  les  revenus  y  sont  plus  globales;  et 

les  montants  qui  figurent  dans  les  colonnes  consacrees  au  Budget  des  depenses,  sous 
la  rubrique  des  autorisations  statutaires,  ne  sont  pas  les  memes  que  ceux  prevus  au 
Budget  des  depenses. 

Etant  donne  que  le  detail  du  Budget  des  depenses  complete  l'information  plus  restreinte 
que  fournissent  les  lois  portant  affectation  de  credits,  pour  ce  qui  est  d'etablir  l'obligation 
qu'a  le  gouvernement  de  rendre  compte  de  ces  depenses,  il  y  aurait  lieu  de  corriger  ces 
incoherences  et  de  mieux  coordonner  la  preparation  des  Comptes  publics  avec  celle  du 
Budget  des  depenses. 

Responsabilite  des  ameliorations 

2.44  La  Loi  sur  l'administration  financiere  confere  au  Ministre  des  Finances 
l'autorite  de  decreter  la  forme  sous  laquelle  seront  prepares  les  Comptes  publics.  En 
pratique,  c'est  le  Receveur  general  qui  prepare  les  Comptes  publics  avec  peu  d 'instructions 
de  la  part  du  Ministre.  La  forme  du  Budget  des  depenses,  dont  l'etablissement  releve  du 
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Conseil  du  tresor,  influe  directement  sur  les  Comptes  publics,  puisque  le  Budget  des  depen- 
ses constitue  le  fondement  des  credits  et  present  une  bonne  part  des  details  supplementaires 
devant  etre  presentes  par  la  suite. 

2.45  II  semble  y  avoir  peu  de  raisons,  en  pratique  ou  en  principe,  pour  que  le 
Ministre  des  Finances  demeure  responsable  de  la  forme  sous  laquelle  se  presentent  les 
Comptes  publics.  Le  ministere  des  Approvisionnements  et  Services  devrait  continuer  d'ap- 
porter  son  concours  a  la  preparation  des  Comptes  publics,  mais  sans  etre  responsable  de  la 
forme  et  du  contenu  de  ces  Comptes.  Cette  responsabilite  devrait  incomber  au  meme 
organisme  central  charge  de  donner  des  conseils  sur  la  forme  et  le  contenu  du  Budget  des 
depenses  de  maniere  que  les  deux  documents  soient  plus  etroitement  coordonnes. 

2.46  Un  seul  organisme  central  devrait  etre  charge  d'etablir  la  forme  du  Budget  des 
depenses  et  des  Comptes  publics  de  facon  qu  'on  puisse  rendre  au  Parlement  des  comptes  plus 
satisfaisants  et  plus  homogenes. 
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Ill  AFFECTATION  DES  RESSOURCES 

3.1  Le  present  chapitre  ne  se  soucie  pas  tant  de  la  sagesse  des  decisions  prises 
concernant  l'affectation  des  fonds  disponibles  que  de  la  valeur  et  de  la  qualite  de  l'informa- 
tion  sur  laquelle  se  fondent  ces  decisions.  II  faut  que  cette  information  soit  formulee 
clairement  et  bien  comprise  si  Ton  veut  que  les  gestionnaires  puissent  gerer  et  controler  les 
fonds  comme  le  souhaitent  le  Parlement  et  le  gouvernement. 

3.2  Le  rapport  Glassco  renfermait  un  certain  nombre  de  propositions  visant  a 
ameliorer  le  processus  d 'affectation  des  ressources;  il  recommandait  qu'on  etablisse  le 
budget  des  ministeres  en  fonction  des  programmes  d'activite  et  que  la  haute  direction  des 
ministeres  et  le  Conseil  du  tresor  elaborent  des  normes  plus  objectives  d 'analyse  et  de 
comparaison  pour  examiner  ce  processus.  II  traitait  aussi  longuement  des  revenus  non 
fiscaux  et  proposait  que  les  ministeres  evaluent  tous  les  ans  le  fonctionnement  de  tous  les 
services  fournis  au  public  et  fassent  des  recommandations  en  vue  de  maintenir  un  rapport 
approprie  entre  les  revenus  provenant  de  ces  services  et  leur  prix  de  revient. 

3.3  La  rationalisation  des  choix  budgetaires  (R.C.B.),  qui  a  influe  sur  la  nouvelle 
forme  du  Budget  des  depenses  adoptee  en  1969,  a  modifie  egalement  les  methodes  d'affec- 
tation  des  ressources;  elle  reconnait  que  les  ressources  totales  sont  limitees  et  que  le  gouver- 
nement doit  etablir  des  priorites  qui  en  determineront  l'affectation. 

3.4  Le  processus  d 'affectation  des  ressources  comprend  maintenant  quatre  gran- 
des  etapes:  l'etablissement  des  priorites,  les  previsions  de  programme,  le  Budget  principal 
des  depenses  et  le  Budget  supplementaire.  L'etablissement  d'un  ordre  de  priorite  par  le 
Cabinet  vise  a  fournir  un  cadre  pour  les  previsions  de  programme.  Ces  dernieres,  ajoutees 
comme  etape  du  processus  en  1966,  permettent  au  Conseil  du  tresor  d 'examiner  les  priorites 
des  ministeres  et  de  fixer  les  objectifs  avant  la  presentation  officielle  du  Budget  des  depen- 
ses. Le  Budget  principal  des  depenses  constitue  la  base  des  autorisations  financieres  deman- 
dees  au  Parlement  et  precise  les  ressources  qui  seront  necessaires  au  cours  de  la  prochaine 
annee  financiere.  Le  Budget  supplementaire  des  depenses  resulte  des  changements  apportes 
aux  besoins  des  ministeres  pour  l'annee,  changements  qui  entrainent  des  ajouts  ou  des 
rectifications  a  l'egard  des  montants  annonces  dans  le  Budget  des  depenses  deja  depose. 

3.5  Les  changements  apportes  au  processus  d  'affectation  des  ressources  visent  a 
faciliter  cette  affectation  en  tenant  compte  des  politiques  definies  par  le  gouvernement. 
Malgre  les  progres  realises  a  cet  egard,  il  est  evident  qu'il  subsiste  des  lacunes. 

3.6  Le  present  chapitre  decrit  les  aspects  pertinents  du  processus  d 'affectation  des 
ressources,  expose  certains  points  forts  et  certaines  faiblesses  et  propose  des  moyens  d 'ame- 
lioration, sous  les  rubriques  suivantes: 

-  Communication  des  priorites  et  des  objectifs  gouvernementaux; 

-  Previsions  de  programme  et  le  Budget  des  depenses; 

Revenus  non  fiscaux. 
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COMMUNICATION  DES  PRIORITES  ET  DES  OBJECTIFS 
GOUVERNEMENTAUX 

Processus  actuel 

3.7  La  premiere  etape  de  l'attribution  des  ressources  est  l'etablissement  des 
priorites  generates  par  le  comite  du  Cabinet  charge  des  priorites  et  de  la  planification,  apres 
examen  des  principaux  problemes  auxquels  fait  face  le  gouvernement,  et  de  leurs  repercus- 
sions financieres  pour  l'annee  a  l'etude.  Les  objectifs  sont  formules  en  termes  generaux  et  ne 
sont  pas  classes  selon  leur  ordre  d 'importance.  Les  decisions  sont  communiquees  a  tous  les 
ministres  ainsi  qu'aux  sous-ministres  et  sont  ainsi  portees  a  la  connaissance  des  ministeres. 
A  l'avenir,  les  objectifs  seront  fixes  a  l'automne  avant  que  les  ministeres  etablissent  les 
previsions  de  programme,  mais  cela  ne  se  fait  pas  presentement. 

3.8  A  la  mi-mars,  environ  douze  mois  avant  le  debut  de  l'annee  budgetaire 
etudiee,  le  Cabinet  reexamine  ses  priorites  a  la  lumiere  des  renseignements  fournis  par  le 
ministere  des  Finances  et  le  Secretariat  du  Conseil  du  tresor  au  comite  du  Cabinet  charge 
des  priorites  et  de  la  planification.  Le  ministere  des  Finances  prepare  un  expose  du  cadre 
fiscal  qui  renferme  des  extrapolations  pour  une  periode  de  quatre  ans,  a  l'egard  d'un  certain 
nombre  d 'elements  comme  les  revenus,  la  croissance  economique,  la  stabilite  des  prix  et 
l'emploi.  Cet  expose  indique  egalement  la  part  convenable  du  produit  national  brut  qui 
devrait  revenir  au  gouvernement  federal  et  recommande  l'adoption  de  mesures  fiscales 
propres  a  realiser  l'equilibre  economique.  L 'extrapolation  pour  la  periode  de  quatre  ans 
comporte  des  modifications  touchant  l'annee  financiere  qui  vient  de  commencer  (annee  en 
cours),  des  donnees  tres  detaillees  relatives  a  l'annee  suivante  (annee  nouvelle)  et  des 
renseignements  d'une  nature  plus  generate  en  ce  qui  concerne  les  deux  annees  suivantes. 

3.9  Le  Secretariat  du  Conseil  du  tresor  presente  ses  previsions  de  depenses  pour 
l'annee  en  cours,  une  projection  des  couts  relatifs  a  la  poursuite,  pendant  l'annee  nouvelle  et 
les  deux  annees  suivantes,  des  programmes  en  cours,  des  nouveaux  programmes  ou  proposi- 
tions approuves  par  le  Cabinet,  et  le  montant  des  reserves  jugees  necessaires  pour  parer  aux 
depenses  imprevues.  Le  Secretariat  fait  aussi  connaitre  tous  les  nouveaux  projets  importants 
qu'il  sait  que  les  ministeres  et  les  organismes  proposeront  dans  les  previsions  de  programme 
a  venir. 

3.10  Le  Secretariat  du  Conseil  du  tresor,  le  ministere  des  Finances  et  les  divers 
ministeres  echangent  des  renseignements  pendant  la  redaction  des  documents  devant  etre 
soumis  au  Comite  du  Cabinet  charge  des  priorites  et  de  la  planification.  Par  exemple,  pour 
etablir  ses  projections  de  depenses,  le  Secretariat  du  Conseil  du  tresor  utilise  les  hypotheses 
economiques  formulees  par  le  ministere  des  Finances  sur  des  questions  commme  l'indice 
des  prix  a  la  consommation,  le  produit  national  brut  et  le  chomage.  De  plus,  les  analystes  de 
programme  du  Conseil  du  tresor  recueillent  aupres  des  ministeres  des  renseignements  sur 
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des  questions  telles  que  les  augmentations  prevues  du  volume  de  travail,  les  subventions  et 
les  contributions  ,  les  paiements  de  transfert  et  les  projets  d'investissement. 

3.11  En  avril,  le  comite  du  Cabinet  etudie  les  documents  que  lui  ont  fait  parvenir 
le  ministere  des  Finances  et  le  Secretariat  du  Conseil  du  tresor.  A  la  suite  de  cette  etude,  un 
document  du  Cabinet  est  etabli  fournissant  des  conseils  au  sujet  du  plafond  des  depenses  et 
de  1'evolution  de  la  politique  fiscale  poUr  l'annee  nouvelle  et  les  deux  annees  suivantes.  Ce 
document  renferme  aussi  des  lignes  directrices  precises  a  1'egard  des  depenses  que  necessite 
l'application  de  nouvelles  politiques,  ainsi  qu'une  orientation  generate  en  ce  qui  concerne 
les  priorites  de  financement  des  nouveaux  programmes,  et  une  decision  a  l'egard  du 
montant  des  reserves  necessaires  pour  les  depenses  imprevues  et  inevitables. 

3.12  Tout  au  long  de  l'annee,  le  Secretariat  du  Conseil  du  tresor  rec,oit  d'autres 
renseignements  sur  les  modifications  des  priorites  du  Cabinet,  etant  donne  qu'un  membre 
de  la  direction  des  programmes,  d 'ordinaire  le  sous-secretaire  ou  un  secretaire  adjoint, 
assiste  aux  reunions  du  comite  du  Cabinet. 

3.13  Les  modes  d'etablissement  des  objectifs  et  des  priorites  varient  d'un  ministere 
a  1 'autre.  Les  hauts  fonctionnaires  d'un  petit  nombre  de  ministeres  communiquent  officiel- 
lement  soit  leurs  propres  priorites,  soit  celles  du  gouvernement  au  personnel  charge  de  la 
preparation  initiale  des  previsions  de  programme.  Le  plus  souvent,  les  priorites  sont  fixees 
au  stade  de  l'examen  interne  des  donnees  relatives  aux  previsions  de  programme  ou  bien 
seulement  au  moment  de  leur  examen  par  le  Conseil  du  tresor. 

Application  des  priorites 

3.14  L'imposition  des  priorites  modifie  les  moyens  d'execution  des  activites  ainsi 
que  la  nature  ou  le  niveau  de  realisation  de  divers  services  publics.  Les  ministeres  sont 
censes  refleter  dans  leurs  previsions  de  programme  les  priorites  et  les  objectifs  etablis  par  le 
Cabinet,  mais,  du  fait  que,  faute  de  precision,  les  enonces  des  priorites  et  des  objectifs  ne 
permettent  pas  de  definir  des  programmes,  les  ministeres  formulent  leurs  propres  hypothe- 
ses a  l'egard  des  priorites  selon  les  lignes  directrices  generates  du  Cabinet  et  l'ampleur  des 
fonds  disponibles. 

3.15  Au  moment  de  son  adoption,  le  systeme  de  previsions  de  programme  visait  a 
permettre  aux  gestionnaires  des  ministeres  de  faire  une  planification  a  plus  longue  echeance 
et  a  fournir  au  Conseil  du  tresor  un  document  de  preorientation  sur  l'attribution  probable 
des  ressources.  En  pratique,  de  nombreuses  previsions  de  programme  se  fondent  sur  les 
budgets  detailles  etablis  par  les  gestionnaires  des  divers  ministeres.  Peu  de  ministeres 
elaborent  des  projets  de  longue  portee  et  beaucoup  ne  font  pas  de  planification  efficace  a 
court  terme.  L'idee  que  les  ministeres  se  font  des  priorites  et  des  objectifs  generaux  du 
gouvernement  ainsi  que  de  leurs  propres  priorites  n'est  pas  portee  assez  clairement  a  la 
connaissance  des  gestionnaires  avant  que  ceux-ci  contribuent  a  l'etablissement  des  previ- 
sions de  programme.  II  s'ensuit  que  les  previsions  de  programme  presentees  au  Secretariat 
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du  Conseil  du  tresor  refletent  souvent  l'enscmble  des  objectifs  du  moment  etablis  par  les 
divers  gestionnaires  plutot  qu'une  reponse  coherentc  aux  objectifs  du  gouvernement  ou  de 
la  haute  direction  des  ministeres.  Les  gestionnaires  ont  tendance  a  faire  hausser  le  plafond 
des  depenses.  En  l'absence  d 'objectifs  et  de  priorites  bien  dermis,  ils  n'ont  guere  de  raison 
d'agir  autrement.  On  consacre  du  temps  a  rediger  et  a  examiner  des  propositions  qui 
n'aboutissent  a  rien,  et  certains  programmes  devant  tenir  compte  des  objectifs  du  gouverne- 
ment ne  sont  peut-etre  pas  planifies  de  maniere  a  demarrer  au  moment  opportun. 

3.16  Pendant  la  periode  d'environ  sept  mois  qui  s'ecoule  entre  la  date  de  presenta- 
tion des  previsions  de  programme  et  celle  du  Budget  principal  des  depenses,  les  objectifs  et 
les  priorites  du  gouvernement  et  ceux  des  ministeres  peuvent  changer.  Les  nouvelles  depen- 
ses approuvees  par  le  Cabinet  ulterieurement  peuvent  etre  presque  trois  fois  superieures  a 
celles  qui  sont  autorisees  au  moment  de  l'examen  des  previsions  de  programme.  Ces 
depenses  correspondent  aux  demandes  que  les  ministeres  soumettent  pendant  la  periode  de 
deux  ans  qui  separe  la  date  de  presentation  des  previsions  de  programme  et  la  fin  de 
l'annee  en  cause. 

3.17  II  est  capital  de  communiquer  les  objectifs  du  gouvernement  aux  ministeres  a 
temps  pour  qu'on  en  tienne  compte  dans  les  previsions  de  programme  et  le  Budget  des 
depenses,  etant  donne  que  les  objectifs  gouvernementaux  du  moment  doivent  etre  comple- 
tes et  interpreted  par  les  ministeres  avant  d'etre  appliques  par  les  gestionnaires  charges  de  la 
preparation  detaillee  du  budget.  L'etendue  de  cette  information  et  le  moment  de  sa  com- 
munication dependent  de  1 'instant  ou  un  ministere  decide  de  faire  participer  les  gestionnai- 
res subalternes  a  la  preparation  des  demandes  budgetaires.  L 'inaptitude  d'un  ministere  a 
communiquer  ses  propres  objectifs  et  priorites  et  ceux  du  gouvernement  indique  probable- 
ment  que  1'intervention  de  ses  gestionnaires  subalternes  dans  la  preparation  d'un  budget 
detaille  est  prematuree. 

3.18  II  faut  faire  connaitre  officiellement  et  a  temps  aux  gestionnaires  responsables 
des  divers  aspects  de  la  planification  financier e  les  objectifs  et  priorites  du  gouvernement  et  du 
ministere,  qui  doivent  en  outre  etre  suffisamment  detailles  pour  leur  servir  de  guide. 

PREVISIONS  DE  PROGRAMME  ET  BUDGET  DES  DEPENSES 

Description  des  procedures 

3.19  Le  Guide  d 'administration  financiere  du  Conseil  du  tresor  specifie  que:  «La 
preparation  des  demandes  relatives  aux  previsions  de  programme  devrait  etre  centralisee 
(dans  les  ministeres);  en  effet,  elle  vise  a  etablir  les  niveaux  de  financement  convenant  a 
chaque  programme,  en  tenant  compte  des  fonds  limites  par  rapport  aux  besoins.»  En 
pratique,  un  assez  grand  nombre  de  ministeres  exigent  que  les  gestionnaires  de  l'exploita- 
tion  etablissent  des  budgets  detailles  qui  serviront  de  base  aux  demandes  relatives  aux 
previsions  de  programme  presentees  au  Conseil  du  tresor. 
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3.20  Les  previsions  de  programme  component  deux  volets:  le  budget  A  represente 
les  couts  de  la  continuation,  au  meme  niveau  de  qualite,  des  programmes  et  des  services 
existants:  le  budget  B  donne  le  cout  des  nouveaux  programmes  ou  services  ainsi  que  de 
toutes  les  ameliorations  apportees  a  ceux  qui  se  realisent  pendant  l'annee  en  cours. 

3.21  En  decembre,  soit  environ  quinze  mois  avant  le  debut  de  l'annee  financiere 
en  cause,  le  Secretariat  du  Conseil  du  tresor  invite  par  lettre  les  ministeres  a  lui  soumettre 
leurs  previsions  de  programme.  Ces  lettres  sont  essentiellement  les  memes,  mais  certaines 
demandent  parfois  des  renseignements  complementaires.  Elles  font  connaitre  aussi  toutes 
les  modifications  apportees  aux  methodes  de  preparation  et  de  presentation  des  demandes, 
modifications  non  mentionnees  dans  les  publications  du  Secretariat  du  Conseil  du  tresor  sur 
l'attribution  des  ressources. 

3.22  Les  demandes  relatives  aux  previsions  de  programme  decrivent  les  objectifs 
de  chaque  programme,  analysent  et  justifient  les  depenses  prevues,  par  activite  et  par  article 
courant  de  depense.  Le  budget  A  s'etablit  sur  une  base  d'accroissement,  le  Budget  principal 
des  depenses  de  l'annee  en  cours  servant  de  point  de  depart  au  calcul  des  previsions  pour 
l'annee  nouvelle.  On  ne  s'efforce  a  peu  pres  jamais  d'etablir  le  budget  a  partir  de  zero 
(c'est-a-dire  en  justifiant  tous  les  montants  demandes),  sauf  dans  le  domaine  des  depenses 
d'investissements,  des  subventions  et  des  contributions. 

3:23  Les  modes  d'etablissement  des  previsions  de  programme  pour  le  budget  A 

permettent  certaines  augmentations  du  Budget  principal  des  depenses  de  l'annee  en  cours 
(a  Fexclusion  des  immobilisations  et  des  subventions  et  contributions)  aux  fins  du  budget  A 
de  l'annee  nouvelle.  Certaines  de  ces  augmentations  resultent  de  decisions  expresses  du 
Cabinet  prises  depuis  la  presentation  du  Budget  principal  des  depenses,  des  hausses  reelles 
des  couts  salariaux,  de  certaines  augmentations  particulieres  de  prix,  des  dispositions  prises 
en  prevision  de  l'augmentation  du  volume  de  travail  et  des  augmentations  necessaires  des 
paiements  statutaires. 

3.24  Le  budget  B  est  de  nature  moins  stereotypee.  Les  propositions  nouvelles  y 
sont  etayees  par  d'assez  longs  exposes.  Cependant,  les  estimations  de  couts  ne  sont  presen- 
tees qu'au  meme  niveau  d 'activite  et  de  categorie  d 'article  de  depense  que  pour  le  budget 
A. 

3.25  Les  depenses  d'investissements  sont  traitees  un  peu  differemment.  Le  budget 
d'etablissement  est  un  dossier  sans  cesse  mis  a  jour  des  projets  d'investissements  approuves 
et  proposes  de  $250,000  ou  plus,  qui  expose  les  besoins  monetaires  et  renferme  les  explica- 
tions pertinentes.  II  couvre  une  periode  de  six  ans:  l'annee  en  cours,  l'annee  nouvelle  et  les 
quatre  annees  suivantes.  Les  budgets  d'etablissements  sont  mis  a  jour  trimestriellement  par 
voie  de  demandes  adressees  au  Secretariat  du  Conseil  du  tresor.  Les  plus  recentes  estima- 
tions afferentes  aux  travaux  d'ingenierie  servent  a  la  preparation  des  budgets  d'etablisse- 
ments, mais  aucune  allocation  n'est  autorisee  au  titre  de  l'augmentation  generate  des  prix. 

3.26  Outre  les  exigences  monetaires,  les  previsions  de  programme  definissent  les 
besoins  en  personnel,  exprimes  en  annees-hommes.  Pour  chaque  activite  decrite  dans  les 
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previsions  de  programme,  les  annees-hommes  sont  indiquees  d'une  maniere  analogue  aux 
exigences  monetaires.  Les  previsions  d 'annees-hommes  donnent  le  total  des  annees-hom- 
mes relativement  aux  employes  permanents,  occasionnels  et  autres. 

3.27  Les  previsions  de  programme  et  le  Budget  des  depenses  sont  traites  conforme- 

ment  au  calendrier  ci-apres  qui  englobe  l'annee  precedant  le  debut  de  l'annee  financiere  a 
laquelle  ils  s'appliquent: 

Avril  et  mai  - 

Les  demandes  budgetaires  sont  analysees  a  la  lumiere  des  priorites  gouvernementa- 
les,  et  des  documents  d'information  sont  prepares  pour  etre  examines  et  presentes  au 
Conseil  du  tresor. 

Juin  et  juillet  - 

Le  Conseil  du  tresor  examine,  avec  les  ministres  responsables,  les  demandes  budge- 
taires et  les  documents  d'information,  et  recommande,  a  l'egard  des  ministeres,  des 
montants  budgetaires  globaux,  pour  consideration  et  approbation  par  le  Cabinet  et 
le  comite  du  Cabinet  charge  des  priorites  et  de  la  planification. 

Aout  - 

Le  Conseil  du  tresor  adresse  aux  ministeres  des  lettres  par  lesquelles  il  les  informe 
des  montants  budgetaires  approuves. 

Octobre  et  novembre  - 

Le  Budget  principal  des  depenses  est  presente  par  les  ministeres  au  Conseil  du  tresor 
qui  analyse  avec  un  soin  particulier  les  deviations  aux  propositions  presentees, 
appuyees  et  approuvees  pendant  l'examen  des  previsions  de  programme. 

Decern bre  - 

Le  Budget  des  depenses  est  examine  par  le  Conseil  du  tresor,  puis  soumis  au  Cabinet 
pour  approbation  du  montant  final  des  affectations  de  credits. 

Fevrier  - 

Le  Budget  principal  des  depenses  -  le  «Livre  Bleu»  -  est  depose  au  Parlement. 

Ce  processus  est  illustre  avec  plus  de  details  au  document  D. 
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3.28  Apres  la  preparation  du  Budget  principal  des  depenses,  les  ministeres  doivent 
faire  connaitre  au  Conseil  du  tresor  les  besoins  prevus  en  annees-hommes,  pour  chaque 
trimestre  de  l'annee  financiere,  relativement  a  chaque  activite.  Dans  les  trois  semaines 
environ  qui  suivent  la  fin  de  chaque  trimestre,  les  ministeres  sont  tenus  de  soumettre  au 
Secretariat  des  rapports  sur  le  nombre  reel  des  annees-hommes  utilisees. 

3.29  Les  Budgets  supplementaires  doivent  ordinairement  etre  presentes  en  deux 
etapes,  en  septembre  et,  de  nouveau,  en  Janvier.  lis  sont  soumis  au  Secretariat  du  Conseil  du 
tresor  au  cours  du  mois  suivant  et  deposes  pendant  le  deuxieme  mois  qui  suit  la  demande 
de  presentation.  Ces  Budgets  s'imposent  pour  des  programmes  approuves  depuis  la  presen- 
tation du  Budget  principal  des  depenses,  pour  les  depenses  additionnelles  imprevues  a 
1'egard  de  programmes  deja  approuves  et  pour  la  reattribution  de  fonds  entre  les  credits 
administres  par  le  meme  ministere. 

3.30  En  plus  de  presenter,  a  l'etape  des  previsions  de  programme,  de  nouvelles 
propositions  au  moyen  du  budget  B,  les  ministeres  preparent  au  cours  de  l'annee  des 
demandes  d 'approbation  de  nouveaux  programmes.  Celles  qui  exigent  des  decisions  por- 
tant  sur  une  politique  sont  soumises  aux  comites  du  Cabinet;  les  autres  sont  renvoyees  au 
Conseil  du  tresor  pour  approbation  de  principe. 

3.31  Une  revue  trimestrielle  des  depenses  qui  presente  les  besoins  financiers  se 
rattachant  a  toutes  les  demandes  approuvees,  est  preparee  a  l'intention  de  Conseil  du  tresor 
et  du  Comite  du  Cabinet  charge  des  priorites  et  de  la  planification.  Les  Budgets  supplemen- 
taires se  limitent  aux  besoins  approuves  par  le  Conseil  du  tresor  et  le  Cabinet  dans  la  revue 
trimestrielle  des  depenses. 

Attribution  de  la  responsabilite  des  previsions  de  programme 

3.32  Le  Manuel  des  previsions  de  programme  et  du  budget  des  depenses  precise 
que  les  demandes  relatives  aux  previsions  de  programme  doivent  etre  preparees  selon  la 
methode  «de  haut  en  bas»  plutot  que  «de  bas  en  haut».  Dans  la  methode  dite  «de  haut  en 
bas»,  les  previsions  de  programme  sont  preparees  au  niveau  central  par  la  haute  direction 
des  ministeres,  a  qui  des  employes  d 'autres  niveaux  fournissent  des  renseignements  sur  la 
planification  grace  a  un  dialogue  constant  au  sein  du  bureau  principal  et  entre  celui-ci  et  les 
bureaux  regionaux.  La  methode  dite  «de  haut  en  bas»  unifie  la  planification  tout  en  faisant 
en  sorte  que  l'apport  essentiel  des  gestionnaires  subalternes  serve  a  garantir  que  les  princi- 
pales  questions  qui  se  posent  seront  examinees  dans  les  previsions  de  programme  et  que  les 
gestionnaires  s'estimeront  obliges  de  s'en  tenir  au  budget  qui  en  resultera. 

3.33  La  methode  dite  «de  bas  en  haut»  necessite  la  combinaison  de  previsions 
individuelles  preparees  aux  divers  niveaux  de  la  structure  hierarchique.  Le  fait  qu'elle  soit 
utilisee  par  de  nombreux  ministeres  entraine  un  certain  nombre  de  consequences,  par 
exemple:  les  previsions  de  programme  sont  extremement  longues  et  beaucoup  trop  detail- 
lees  par  rapport  aux  besoins  formules;  les  gestionnaires  subalternes  y  consacrent  trop  de 
temps  et  se  sentent  frustres  lorsqu'ils  constatent  les  modifications  apparemment  arbitrages 
apportees  par  la  suite  au  budget.  Cet  etat  de  choses  s'aggrave  lorsque  les  ministeres,  ainsi 
que  nous  l'avons  deja  signale,  demandent  aux  gestionnaires  de  preparer  les  previsions  de 
programme  en  ne  communiquant  pas,  ou  tres  peu,  les  priorites  et  directives. 
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3.34  Les  previsions  detaillees  preparees  par  les  gestionnaires  subalternes  quinze 
mois  environ  avant  le  debut  de  I'annee  nouvelle  constituent  souvent  la  base  des  budgets  de 
fonctionnement  detailles  au  regard  desquels  le  rendement  sera  finalement  mesure.  Ces 
budgets  detailles  devraient  etre  etablis  plus  tard  lorsque  les  questions  de  programmes  sont 
reglees  et  les  variations  de  prix  connues  et  que  Ton  dispose,  au  moins  en  partie,  des  resultats 
des  operations  de  I'annee  en  cours. 

3.35  Une  raison  de  Femploi  courant  de  la  methode  dite  «de  bas  en  haut»  est  le 
lien  de  continuite  perqu  entre  les  demandes  concernant  les  previsions  de  programme  et  les 
demandes  relatives  au  Budget  principal  des  depenses.  Les  niveaux  budgetaires  que  fixe  le 
Conseil  du  tresor  en  s'inspirant  de  l'examen  des  previsions  de  programme  deviennent  les 
plafonds  reels  des  depenses  pour  1'etablissement  du  Budget  principal  des  depenses.  Bien 
que  l'un  des  objectifs  explicites  de  celui-ci  soit  de  demontrer  que  le  cout  detaille  des  besoins 
en  ressources  a  ete  etabli,  cela  se  fait  en  pratique  a  l'etape  des  previsions  de  programme,  et 
le  Budget  principal  des  depenses  presente  essentiellement  des  decisions  prises 
anterieurement. 

3.36  Les  gestionnaires  superieurs  des  ministeres  et  organismes  devraient  centraliser 
la  preparation  des  previsions  de  programme,  les  gestionnaires  des  autres  niveaux  leur  fournis- 
sant  les  renseignements  necessaires  a  la  planification,  surtout  au  moyen  d'un  dialogue  constant 
avec  le  bureau  principal. 

Teneur  des  presentations  de  previsions  de  programme 

3.37  Les  methodes  precises  servant  a  preparer  les  previsions  de  programme  don- 
nent  lieu  a  la  communication  de  renseignements  detailles  dont  le  Secretariat  du  Conseil  du 
tresor  n'a  pas  besoin  pour  attribuer  la  plupart  des  ressources.  En  revanche,  il  arrive  souvent 
que  les  previsions  de  programme  ne  contiennent  pas  toutes  les  donnees  indispensables  au 
Conseil  du  tresor,  donnees  qui  doivent  etre  alors  recueillies  par  demande  directe.  Plus 
particulierement,  les  objectifs  et  le  prix  de  revient  des  activites  sont  souvent  mal  dermis,  ce 
qui  entraine  des  demandes  de  resssources  fort  mal  etayees. 

3.38  Si  Ton  reconnaissait  la  nature  foncierement  differente  des  divers  ministeres  et 
organismes  et  si  Ton  examinait  de  plus  pres  les  renseignements  reellement  necessaires  au 
stade  des  previsions  de  programme,  on  pourrait  supprimer  un  nombre  considerable  de 
details  inutiles  qui  y  figurent  actuellement.  On  pourrait  atteindre  un  degre  convenable  de 
precision  en  preparant  de  facpn  centralisee  les  previsions  concernant  certains  programmes 
relativement  stables  et  previsibles.  Peut-etre  faudrait-il  des  renseignements  complementai- 
res  dans  le  cas  des  programmes  d'un  caractere  plus  changeant,  mais  certains  genres  de 
renseignements  demandes  actuellement  ne  semblent  pas  essentiels  a  quelque  programme 
que  ce  soit.  Par  exemple,  nombre  de  ministeres  font  la  ventilation  des  depenses  par  article 
courant,  simplement  en  etablissant  la  prevision  pour  I'annee  nouvelle  au  prorata  des  articles 
de  I'annee  en  cours.  Ainsi,  Pinsertion  de  ces  renseignements  peut  induire  en  erreur.  De  plus, 
on  n'a  pas  besoin  de  tous  les  articles  courants  pour  fins  d'examen. 

3.39  On  pourrait  preciser  dans  les  previsions  de  programme  les  renseignements 
detailles  qui  sont  requis  a  l'egard  de  chaque  programme.  Une  reduction  du  nombre  de 
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renseignements  exiges  tendrait  a  encourager  les  ministeres  a  employer  la  methode  dite  «de 
haut  en  bas».  Cependant,  on  n'y  parviendra  pas  sans  adopter  une  attitude  plus  souple  au 
sujet  des  changements  qui  interviennent  entre  le  stage  des  previsions  de  programme  et  celui 
du  Budget  principal  des  depenses. 

3.40  II  faudrait  etudier  quels  sont  les  renseignements  necessaires  a  I'etablissement 
des  previsions  de  programme  de  maniere  a  n  'exiger  que  des  details  indispensables  et  a  preciser 
clairement  le  genre  de  renseignements  propres  a  refieter  la  nature  foncierement  differente  des 
divers  ministeres  et  organismes  ainsi  que  celle  des  programmes  diversifies  qu'ils  administrent. 

Evaluation  des  programmes  permanents 

3.41  Comme  nous  l'avons  deja  signale,  le  budget  A  des  previsions  de  programme 
est  etabli  sur  une  base  d'accroissement,  sauf  en  ce  qui  concerne  les  immobilisations,  les 
subventions  et  contributions.  II  s'ensuit  que  les  ministeres,  le  Conseil  du  tresor  ou  le  Cabinet 
ne  font  pas  automatiquement  un  examen  periodique  des  principaux  elements  des  program- 
mes permanents,  bien  que,  semble-t-il,  les  ministeres  puissent  le  faire  afin  de  pouvoir  liberer 
certaines  ressources  pour  les  attribuer  a  des  articles  d'une  plus  grande  priorite.  Les  hauts 
fonctionnaires  des  ministeres,  du  Conseil  du  tresor  et  du  Cabinet  ne  connaissent  pas 
suffisamment  le  detail  des  activites,  les  prix  de  revient  et  les  resultats  des  programmes. 
Chaque  annee,  c'est  le  budget  B  qui  retient  surtout  Fattention,  mais  on  a  grand-  peine  a 
identifier  certains  elements  importants  du  budget  A. 

3.42  Le  Conseil  du  tresor  donne  souvent  son  approbation  aux  ministeres  pour  les 
articles  du  budget  B,  sans  approuver  les  credits  additionnels  demandes  a  leur  egard.  II 
recommande  aux  ministeres  de  supprimer  ou  de  reduire  une  activite  moins  prioritaire  en 
faveur  d'une  nouvelle.  Cette  pratique  entraine  un  examen  des  activites  permanentes,  mais 
elle  ne  tient  pas  suffisamment  compte  du  fait  qu'il  peut  y  avoir,  dans  d'autres  ministeres  et 
programmes,  des  articles  encore  moins  prioritaires  qui  devraient  etre  abandonnes. 

3.43  Les  politiques  et  les  programmes  permanents  doivent  faire  l'objet  d'une 
meilleure  evaluation  visant  a  eliminer  le  double  emploi,  a  corriger  les  erreurs  et  a  s 'assurer 
qu'ils  refletent  au  mieux  les  changements  de  priorites  du  gouvernement.  Cela  comporte  un 
examen  du  fondement  et  du  fonctionnement  des  activites  detaillees,  des  sous-activites,  des 
projets  et  processus  inherents  aux  programmes  et  une  evaluation  des  resultats  obtenus  par 
rapport  aux  couts  subis. 

3.44  Les  plans  appellent  des  etudes  evaluatives  des  questions  et  des  problemes 
perqus,  sur  l'initiative  du  Cabinet  ou  determinees  par  celui-ci,  a  partir  d'une  liste  dressee 
annuellement  par  le  Bureau  du  Conseil  prive  et  le  Secretariat  du  Conseil  du  tresor.  Cette 
formule,  qui  prevoit  de  cinq  a  dix  etudes  par  annee,  est  axee  sur  les  possibilites  analytiques 
des  ministeres  et  des  organismes  centraux  dans  les  domaines  que  le  Cabinet  considere  d'un 
interet  particulier.  II  semble  que  les  etudes  evaluatives  du  Cabinet  auront  tendance  a  se 
concentrer  plus  sur  les  questions  de  politiques  que  sur  les  aspects  detailles  de  la  mise  en 
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oeuvre  de  celles-ci  et  a  se  limiter  aux  programmes  revetant  une  signification  relativement 
considerable  concernant  les  politiques. 

3.45  Outre  les  etudes  evaluatives  du  Cabinet,  les  ministeres  devraient  justifier 
periodiquement  tous  leurs  programmes  et  activites  permanents.  Cependant,  cet  examen 
exige  qu'on  dispose  de  bien  meilleurs  renseignements  sur  les  diverses  activites,  leurs  couts  et 
leurs  resultats  avant  de  pouvoir  faire  un  examen  complet  a  partir  de  zero  en  vue  de 
determiner  les  activites  marginales  qui  normalement  echapperaient  a  l'attention  dans  le 
genre  d 'analyse  inherent  aux  etudes  du  Cabinet. 

3.46  Tous  les  programmes  devraient  faire  I'objet  d'un  examen  periodique  approfondi 
de  la  part  des  ministeres,  avec  une  participation  appropriee  des  organismes  centraux  pour 
permettre  a  ces  derniers  de  s'acquitter  de  leurs  responsabilites  en  matiere  d' attribution  des 
ressources  et  de  controle  budgetaire. 

Examen  des  besoins  en  personnel 

3.47  II  semble  que  nombre  de  ministeres  etablissent  des  previsions  de  programme 
sans  evaluer  avec  realisme  les  possibilites  de  pourvoir  aux  postes  nouveaux  ou  vacants.  Les 
previsions  de  programme  se  fondent  sur  Fhypothese  qu'il  y  aura  des  personnes  disponibles 
ayant  la  competence  necessaire  pour  occuper  les  nouveaux  postes  aux  niveaux  de  traitement 
etablis.  L 'experience  prouve  que  cette  hypothese  est  erronee,  et  qu'au  contraire,  les  ministe- 
res disposent  de  fonds  pour  d'autres  fins,  ce  qui  reduit  pour  eux  la  necessite  d'exercer  un 
etroit  controle  budgetaire.  La  partie  des  demandes  des  ministeres  qui  porte  sur  la  dotation 
en  personnel  parvient  a  la  direction  de  la  politique  du  personnel  du  Conseil  du  tresor  et  a  la 
Commission  de  la  Fonction  publique  seulement  apres  que  le  Cabinet  a  etabli  les  niveaux 
budgetaires.  Ainsi,  ces  organismes  et  les  preposes  au  personnel  des  ministeres  n'ont  pas  la 
possibility  de  donner  leur  avis  sur  des  propositions  manquant  de  realisme.  Le  recrutement 
en  temps  voulu  de  personnel  possedant  les  qualites  requises  constitue  un  facteur  important 
de  succes  pour  la  majorite  des  programmes.  II  est  capital  de  savoir  si  Ton  pourra  disposer  de 
tout  le  personnel  necessaire  avant  que  les  previsions  de  depenses  des  ministeres  soient 
approuvees.  Les  services  de  dotation  en  personnel  ont  un  urgent  besoin  de  delais  aussi  longs 
que  possible.  Avant  que  le  Conseil  du  tresor  approuve  les  niveaux  budgetaires,  les  divisions 
du  personnel  des  ministeres  devraient  etudier  les  donnees  de  base  des  previsions  de  pro- 
gramme, et  la  direction  de  la  politique  du  personnel  ainsi  que  la  Commission  de  la  Fonction 
publique  devraient  egalement  se  pencher  sur  les  exigences  des  programmes  en  matiere  de 
personnel. 

3.48  Les  divisions  du  personnel  des  ministeres  devraient  participer  a  Vexamen  des 
previsions  de  programme.  En  outre,  la  direction  de  la  politique  du  personnel  du  Secretariat  du 
Conseil  du  tresor  et  la  Commission  de  la  Fonction  publique  devraient  etre  consultees  au  sujet 
de  I'incidence  des  previsions  de  programme  sur  la  dotation  en  personnel  avant  que  le  Conseil 
du  tresor  approuve  les  niveaux  budgetaires. 
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Quality  de  ('information 

3.49  Les  demandes  relatives  aux  previsions  de  programme  et  au  Budget  des 
ddpenses  se  ressentent  de  Pinsuffisance  des  donnees.  A  cet  egard,  il  existe  plusieurs  lacunes 
majeures. 

3.50  Les  ministeres  ont  defini  les  objectifs  des  programmes  et  determine  les 
activites  inherentes  a  chaque  programme  pour  satisfaire  a  l'obligation  qui  leur  est  faite  de 
les  inserer  dans  le  Budget  des  depenses  soumis  au  Parlement.  Toutefois,  peu  de  ministeres 
parviennent  a  etablir  un  rapport  precis  ou  utile  entre  les  couts  ou  les  resultats  et  ces  objectifs 
et  activites. 

3.51  De  temps  a  autre,  la  direction  des  programmes  du  Conseil  du  tresor  propose 
effectivement  des  ameliorations  a  la  presentation  des  programmes  et  des  activites  des 
ministeres,  mais  c'est  une  tache  qui  exige  une  connaissance  profonde  de  l'activite  d'un 
ministere  et  une  comprehension  parfaite  des  methodes  comptables  et  de  budgetisation  des 
programmes.  II  semble  que  le  personnel  de  la  direction  des  programmes  n'ait  ni  le  temps  ni 
la  formation  voulue  pour  exiger  que  les  ministeres  elaborent  de  bons  systemes  de  categori- 
sation des  couts;  par  ailleurs,  il  se  peut  que  les  ministeres  ne  soient  pas  mecontents  d'une 
situation  qui  leur  procure  les  credits  dont  ils  ont  besoin,  sans  avoir  a  faire  connaitre  en  detail 
la  destination  de  ces  fonds. 

3.52  Les  previsions  de  programme  se  fondent  ordinairement  sur  les  frais  d 'organi- 
sation ou  sont  etablies  de  maniere  tellement  approximative  qu'il  est  extremement  difficile 
de  faire  une  evaluation  detaillee  des  couts  par  rapport  aux  resultats  operationnels.  Ainsi,  il 
n'y  a  guere  de  base  sur  laquelle  on  puisse  se  fonder  pour  mettre  en  doute  l'efficacite  ou 
l'utilite  de  ce  qui  s'accomplit  dans  chaque  service  organique. 

3.53  Pour  combler  cette  lacune,  la  direction  de  la  planification  du  Conseil  du  tresor 
met  actuellement  au  point  le  Systeme  de  mesure  du  rendement  de  l'exploitation  (S.M.R.E.), 
qui  sera  decrit  au  chapitre  suivant.  Le  S.M.R.E.  a  deja  ete  applique  a  un  certain  nombre  de 
programmes  avec  plus  ou  moins  de  succes.  Des  renseignements  sur  Fapplication  du  S.M.- 
R.E. ont  paru  dans  les  previsions  de  programme  pour  1974-1975  a  1 'egard  de  45%  environ 
du  total  des  annees-hommes  autorisees.  Toutefois,  en  acceptant  ces  donnees  le  Conseil  du 
tresor  n'a  pas  suffisamment  insiste  sur  la  precision  et  la  validite  que  doivent  comporter  les 
donnees.  Neanmoins,  les  systemes  de  mesure  du  rendement  seront  incontestablement  utiles 
dans  le  processus  d 'attribution  des  ressources. 

3.54  Les  autres  donnees  fournies  dans  les  demandes  relatives  aux  previsions  de 
programme  et  au  Budget  des  depenses  presentent  des  lacunes.  Sauf  pour  les  principales 
depenses  d 'immobilisations,  de  subventions  et  de  contributions,  tous  les  budgets  A  figurant 
dans  les  previsions  de  programme  utilisent  comme  point  de  depart  le  Budget  principal  des 
depenses  pour  l'annee  en  cours,  un  certain  nombre  de  facteurs  y  etant  ajoutes  pour  en 
arriver  au  budget  de  l'annee  nouvelle.  Les  ministeres  ne  sont  pas  tenus  de  justifier  les 
elements  permanents  des  budgets  A;  en  fait,  tres  peu  de  programmes  s'assortissent  de 


60 


renseignements  qui  permettraient  ces  justifications.  Le  Secretariat  du  Conseil  du  tresor  ne 
fait  guere  d 'analyse  systematique  des  activites  permanentes,  car  il  semble  generalement 
admis  qu'une  fois  accordes,  les  credits  peuvent  etre  reaffectes  par  les  gestionnaires  des 
programmes  selon  les  priorites  du  moment. 

3.55  Le  Conseil  du  tresor  joue  un  role  important  dans  l'attribution  des  ressources, 
mais  comme  on  le  verra  au  chapitre  suivant,  il  n'a  aucun  moyen  de  controler  efficacement 
les  depenses  et  les  resultats  des  programmes  pour  s 'assurer  que  les  fonds  sont,  en  general, 
depenses  en  conformite  des  plans  pour  lesquels  ils  ont  ete  consentis.  Les  depenses  reelles  ne 
sont  pas  declarees  ou  analysees  en  detail,  ce  qui  ne  permet  pas  d'en  determiner  les  repercus- 
sions, le  cas  echeant,  sur  l'attribution  future  des  ressources. 

3.56  Les  previsions  de  programme  sont  presentees  au  Conseil  du  tresor  a  la  fin  de 
mars  pour  1'annee  commencant  douze  mois  plus  tard.  Afin  de  respecter  ce  delai,  bon 
nombre  de  ministeres  commencent  a  etablir  leurs  previsions  de  programme  environ  quinze 
mois  avant  le  debut  de  1'annee  nouvelle.  A  cause  de  ce  decalage,  la  derniere  annee  complete 
sur  laquelle  nous  disposons  de  renseignements  concrets  est  la  troisieme  qui  precede  1'annee 
nouvelle.  Les  previsions  de  programme  ont  done  tendance  a  ne  pas  tenir  compte  des  effets 
correctifs  de  l'experience  acquise  au  cours  de  1'annee  ecoulee.  Au  moment  ou  elles  sont 
presentees,  elles  font  etat  des  depenses  pour  1'annee  ecoulee,  calculees  ordinairement 
d'apres  les  chiffres  reels  au  31  decembre  et  une  projection  des  depenses  pour  le  reste  de 
1'annee  financiere.  Par  tradition,  les  ministeres  ont  tendance  a  surestimer  les  depenses 
prevues  pour  les  trois  derniers  mois  de  1'annee,  souvent  en  raison  d'un  optimisme  injustifie 
qui  les  porte  a  croire  que  les  programmes  se  derouleront  conformement  au  plan  et  d'une 
hesitation  a  communiquer  au  Secretariat  du  Conseil  du  tresor  le  montant  des  credits  qu'ils 
ne  prevoient  pas  d'utiliser,  par  crainte  d'une  reduction  des  affectations  de  credits  pour 
1'annee  nouvelle.  II  semble  que  le  Secretariat  du  Conseil  du  tresor  effectue  peu  de  controle 
systematique  pour  s 'assurer  de  l'exactitude  des  calculs  de  depenses  que  lui  fournissent  les 
ministeres  a  l'egard  de  1'annee  ecoulee.  Vu  que  les  donnees  relatives  aux  depenses  courantes 
sont  incompletes  et  que  les  calculs  des  depenses  futures  sont  d'une  exactitude  douteuse,  le 
Secretariat  ne  dispose  pas  de  renseignements  comparatifs  suffisants  pour  lui  permettre  de 
prendre  des  decisions  en  ce  qui  concerne  l'attribution  des  ressources. 

3.57  On  peut  se  demander  s'il  est  avantageux  d'exiger  des  ministeres  qu'ils 
presentent  des  previsions  de  programme  pour  les  deux  annees  qui  suivent  1'annee  nouvelle, 
puisque  la  plupart  d'entre  eux  ne  font  pas  d 'efforts  serieux  pour  preparer  des  previsions 
exactes.  Celles-ci  semblent  se  faire  de  facon  arbitraire  et  native  et  tendent  a  sous-estimer  les 
augmentations  pouvant  s'imposer.  Le  Secretariat  du  Conseil  du  tresor  ne  fait  aucun  travail 
complementaire  efficace  pour  verifier  ou  controler  l'exactitude  des  previsions  et  celles-ci  ne 
servent  a  peu  pres  pas  d 'instrument  de  planification.  Un  controle  plus  consciencieux,  par  le 
Secretariat  du  Conseil  du  tresor,  des  previsions  pour  les  deux  annees  qui  suivent  1'annee 
nouvelle,  inciterait  les  ministeres  a  insister  davantage  sur  la  planification  a  long  terme. 
Pareil  controle  est  essentiel  si  Ton  veut  bien  tenir  compte  de  1 'incidence  des  depenses  des 
annees  futures  avant  que  le  gouvernement  s 'engage  dans  un  nouveau  programme. 
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3.58  Le  Manuel  des  previsions  de  programme  et  du  Budget  des  depenses  precise 
que  le  fait  de  ne  pas  deduire  des  budgets  de  depenses  les  gains  de  productivity  devrait 
compenser  l'absence,  dans  ces  budgets,  de  provision  a  l'egard  de  la  hausse  generate  des  prix 
et  des  salaires.  En  raison  des  taux  eleves  d 'inflation  de  ces  dernieres  annees,  1  'application  de 
ce  principe  represente  une  reduction  importante  et  arbitraire  des  budgets  de  tous  les 
programmes  et  ne  tient  done  pas  compte  des  ecarts  fondamentaux  entre  les  marges  prevues 
dans  les  budgets  des  divers  programmes,  de  la  nature  variable  de  ceux-ci,  des  effets  fluc- 
tuants  de  l'inflation  et  des  possibilites  d'accroissement  de  la  productivity.  Cette  formule 
semble  inciter  les  gestionnaires  des  programmes  a  surestimer  d'autres  besoins  budgetaires 
de  facon  a  obtenir  un  surplus  de  fonds  pour  compenser  les  effets  de  l'inflation.  II  est 
egalement  plus  difficile  d 'absorber  l'inflation  au  moyen  de  programmes  mieux  administres 
puisqu'ils  offrent  moins  de  possibilites  d'ameliorer  la  productivite. 

3.59  Nous  reconnaissons  que  des  considerations  etrangeres  au  processus  d 'attribu- 
tion des  ressources  imposent  une  attitude  prudente  lorsqu'il  s'agit  de  prevoir  les  repercus- 
sions de  l'inflation  sur  les  taux  de  remuneration.  En  outre,  les  ministeres  peuvent  obtenir  du 
Conseil  du  tresor  un  credit  pour  depenses  imprevues  pour  pallier  les  insuffisances  de  fonds 
resultant  des  hausses  salariales  qui  s'ajoutent  a  celles  dont  il  est  deja  tenu  compte  dans  les 
previsions  de  programme  et  le  Budget  principal  des  depenses. 

3.60  Dans  les  previsions  de  programme  et  le  Budget  principal  des  depenses  les 
ministeres  peuvent  tenir  compte  des  augmentations  de  prix  annoncees.  Cependant,  comme 
ils  etablissent  leurs  propres  calculs,  les  demandes  de  credits  budgetaires  font  etat  d 'augmen- 
tations procentuelles  differentes  pour  le  meme  type  d 'achats.  La  direction  des  programmes 
examine  les  renseignements  que  fournissent  les  ministeres  a  l'appui  des  divers  pourcentages 
envisages,  mais  les  ministeres  ont  rarement  le  temps,  le  personnel  specialise  ou  des  donnees 
chronologiques  sures  qui  leur  permettraient  de  calculer  avec  precision  les  augmentations 
relatives  a  chaque  genre  de  depenses.  Ce  sont  les  organismes  centraux  qui  devraient 
effectuer  les  recherches  voulues  sur  les  augmentations  de  prix  annoncees  et  informer  les 
ministeres  des  pourcentages  a  inserer  dans  les  previsions  de  programme  et  le  Budget 
principal  des  depenses. 

3.61  Dans  le  cas  de  certains  ministeres,  les  variations  annuelles  des  stocks  pour- 
raient  avoir  d'importantes  repercussions  sur  les  credits  d'une  annee  quelconque.  Ces  varia- 
tions ne  sont  ordinairement  pas  signalees  a  la  direction  des  programmes  au  cours  du 
processus  d 'attribution  des  ressources,  parce  que  les  donnees  exigees  a  l'appui  des  deman- 
des relatives  aux  previsions  de  programme  et  au  Budget  des  depenses  ne  component  pas  la 
divulgation  a  part  d'un  etat  des  stocks. 

3.62  Certaines  modifications  semblent  s'imposer  dans  un  autre  domaine.  Au  cours 
des  cinq  dernieres  annees,  un  grand  nombre  de  projets  d'investissements  ont  depasse  les 
credits  initialement  votes  dans  une  proportion  bien  superieure  aux  montants  attribuables  a 
l'inflation.  Une  fois  qu'un  projet  est  mis  en  chantier,  le  gouvernement  est  oblige  de  le  mener 
a  terme  peu  importe,  et  generalement,  sans  egard  au  prix  eventuel.  La  section  du  Budget 
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consacree  aux  investissements  represente  une  part  importante  des  depenses  totales.  II  est 
done  essentiel  d 'avoir  des  estimations  realistes  des  couts  pendant  le  processus  d'attribution 
des  ressources,  afin  que  les  fonds  soient  affectes  de  la  maniere  la  plus  judicieuse.  Certains 
projets  n'auraient  peut-etre  pas  ete  entrepris  si  les  couts  reels  avaient  ete  connus  au  stade  de 
Fapprobation. 

3.63  Toutes  ces  lacunes  revelent  la  necessite  d'ameliorer  la  qualite  des  donnees 
utilisees  dans  le  processus  d'attribution  des  ressources.  Le  Secretariat  du  Conseil  du  tresor 
n'a  pas  accorde  a  ces  questions  Pinteret  qu'elles  meritent.  Pour  que  des  mesures  efficaces 
soient  prises,  il  faudra  orienter  et  soutenir  les  efforts  dans  une  nouvelle  direction. 

3.64  Des  initiatives  s'imposent  pour  ameliorer  la  qualite  des  donnees  presentees  dans 
les  demandes  quant  aux  previsions  de  programme  et  au  Budget  des  depenses,  e'est-a-dire: 

reevaluer  la  structure  actuelle  des  programmes  et  activites  ministeriels  pour  s  'assurer 
qu'elle  est  appropriee; 

encourager  I'emploi  de  methodes  propres  a  accroitre  I'aptitude  des  systemes  financiers  a 
mesurer  le  rendement; 

examiner  plus  a  fond  les  donnees  presentees  par  les  ministeres; 

controler  a  posteriori   les  depenses   reelles  pour  evaluer  la   qualite  des  donnees 
budgetaires; 

confier  a  un  rouage  central  le  soin  d'etablir  la  base  du  calcul  des  montants  inclus  pour 
absorber  V  inflation; 

examiner  I'effet  de  la  variation  des  niveaux  des  stocks;  et 

controler  a  posteriori  les  projections  comprises  dans  les  previsions  de  programme,  a 
Vegard  des  annees  futures. 

Communication  du  detail  des  methodes  et  des  decisions 

3.65  Le  Manuel  des  previsions  de  programme  et  du  Budget  des  depenses,  les 
circulaires  d'ordre  budgetaire,  le  Guide  de  planification,  programmation  et  budgetisation  et 
le  manuel  des  Systemes  de  mesure  du  rendement  de  Fexploitation,  tous  rediges  et  diffuses 
par  le  Secretariat  du  Conseil  du  tresor,  renferment  des  directives  sur  Fetablissement  des 
previsions  de  programme.  Le  Guide  d 'administration  financiere  du  Conseil  du  tresor  donne 
egalement  des  conseils  sur  les  divers  aspects  du  processus  budgetaire.  Le  Manuel  des 
requetes  au  Conseil  du  tresor  traite  de  la  nature  et  de  la  formule  generale  des  demandes 
adressees  au  Secretariat  du  Conseil  du  tresor.  Nombre  de  ministeres  remplacent  ces  ma- 
nuels  et  autres  instructions  par  leurs  propres  manuels  d'etablissement  des  budgets  dont  la 
qualite  varie  enormement. 
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3.66  Les  documents  qui  font  connaitre  aux  ministeres  le  processus  de  preparation 
des  budgets  donnent  une  idee  fragmentaire  des  regies  et  conceptions  pertinentes.  Le  Ma- 
nuel des  previsions  de  programme  et  du  Budget  des  depenses  mentionne  que  les  principes 
du  systeme  budgetaire  auxquels  se  rattachent  les  demandes  concernant  les  previsions  de 
programme  et  le  Budget  des  depenses  sont  dermis  dans  le  Guide  de  planification,  program- 
mation  et  budgetisation  (P.P.B.).  Ce  Guide,  publie  pour  la  premiere  fois  en  1969,  n'a  pas 
ete  mis  a  jour  depuis;  il  est  maintenant  epuise  et  Ton  n'a  pas  encore  decide  s'il  serait 
reimprime.  Quatre  circulates  distinctes  concernant  le  budget  exposent  des  methodes  bud- 
getaires  detaillees  traitant  de  sujets  particuliers,  comme  les  depenses  d'investissements.  Le 
Guide  d 'administration  financiere  du  Conseil  du  tresor  contient  des  renseignements  utiles, 
qui  ne  figurent  pas  dans  le  Manuel  des  previsions  de  programme  et  du  Budget  des  depenses, 
au  sujet  des  methodes  a  suivre  pour  etablir  les  budgets.  De  plus,  le  manuel  du  Systeme  de 
mesure  du  rendement  de  l'exploitation  renferme  des  details  sur  le  role  du  S.M.R.E.  dans 
l'attribution  des  ressources.  Le  chevauchement  de  ces  divers  documents  et  leurs  inter- 
relations ont  seme  la  confusion  dans  les  ministeres. 

3.67  Afin  de  clarifier  le  systeme  et  les  methodes,  il  y  aurait  lieu  de  regrouper  en  un 
manuel  complet  d 'attribution  des  ressources  toutes  les  sections  pertinentes  des  manuels 
actuels.  Ce  manuel  devrait  comprendre  l'actuel  manuel  des  previsions  de  programme  et  du 
Budget  des  depenses,  la  matiere  des  quatre  circulaires  traitant  des  questions  budgetaires  et 
une  version  a  jour  des  exposes  de  principes  presentes  dans  le  Guide  de  planification, 
programmation  et  budgetisation  (R.C.B.)  et  les  autres  guides  et  manuels  specialises. 

3.68  Le  manuel  des  requetes  au  Conseil  du  tresor  traite  de  la  nature  et  la  forme 
generate  des  divers  genres  de  demandes  presentees  au  Conseil  du  tresor,  autres  que  les 
previsions  de  programme,  le  Budget  principal  des  depenses  et  les  Budgets  supplementaires. 
Bien  des  demandes  portent  sur  un  nombre  considerable  de  ressources  et  doivent  etre 
traitees  avec  beaucoup  de  diligence  par  le  Secretariat  ou  le  Cabinet,  ou  les  deux.  II  est  done 
essentiel  que  les  demandes  soient  presentees  comme  il  convient  et  contiennent  assez  de 
renseignements  pour  permettre  de  prendre  au  bon  moment  les  decisions  voulues.  Le  Ma- 
nuel des  requetes  est  fort  desuet.  La  mention,  par  exemple,  du  Controleur  du  tresor,  poste 
aboli  en  1969,  tend  a  minimiser  la  credibilite  et  l'utilite  de  ce  Manuel  et  risque  d'influencer 
defavorablement  l'attitude  des  ministeres  a  l'egard  des  demandes.  Un  projet  de  mise  a  jour 
du  Manuel  se  poursuit  depuis  environ  deux  ans.  II  faudrait  faire  tous  les  efforts  possibles 
pour  publier  le  texte  definitif  dans  les  plus  brefs  delais. 

3.69  Les  lettres  adressees  en  aout  pour  informer  les  ministeres  des  niveaux  budge- 
taires etablis  par  le  Cabinet  n'indiquent  que  les  niveaux  approuves,  sans  expliquer  les  ecarts 
entre  les  ressources  demandees  et  les  ressources  autorisees.  Les  ministeres  peuvent  deman- 
der  aux  analystes  de  programmes  des  details  au  sujet  des  elements  des  programmes  pour 
lesquels  les  ressources  demandees  ont  ete  refusees.  Le  Secretariat  du  Conseil  du  tresor  ne 
fait  aucune  remarque  ecrite  sur  la  nature  et  la  qualite  des  renseignements  contenus  dans  les 
previsions  de  programme,  pas  plus  qu'il  ne  suggere  des  moyens  de  corriger  les  faiblesses  au 
cours  des  annees  a  venir. 


64 


3.70  La  qualite  de  Finformation  accompagnant  la  presentation  des  previsions  de 
programme  varie  d'un  ministere  a  Fautre.  D'annee  en  annee,  des  imperfections  semblent 
entacher  les  demandes  visant  certains  programmes  et  c'est  le  personnel  ministeriel  qui 
prend  ordinairement  l'initiative  d'apporter  des  ameliorations.  Manifestement,  c'est  la  direc- 
tion des  programmes  qui  est  le  mieux  en  mesure  d'evaluer  la  qualite  des  previsions  de 
programme.  En  fait,  elle  a  interet  a  tenter  d'ameliorer  la  qualite  des  demandes,  1 'exactitude 
de  la  description  des  activites,  Pinformation  destinee  au  S.M.R.E.  et  l'attitude  generate  des 
ministeres  en  ce  qui  touche  la  preparation  du  budget. 

3.71  II  faudrait  preparer  un  manuel  complet  sur  V attribution  des  ressources  conte- 
nant  une  version  consolidee  et  mise  a  jour  des  sections  pertinentes  des  manuels,  guides  et 
circulaires  du  Conseil  du  tresor  qui  traitent  du  processus  d'attribution  des  ressources.  Ces 
documents  devraient  etre  completes  par  des  lettres  annuelles  a  Vadresse  de  chaque  ministere, 
qui  proposeraient  des  ameliorations  touchant  la  qualite,  le  contenu  et  la  presentation  des 
demandes  de  I'annee  precedente.  Chaque  ministere  devrait  y  repondre  officiellement  en  expo- 
sant  les  ameliorations  qu'il projette  d'apporter  a  I'avenir. 

Analystes  de  programmes 

3.72  II  y  a,  a  l'heure  actuelle,  une  forte  rotation  des  analystes  de  programme  au 
sein  de  la  direction  des  programmes  du  Secretariat  du  Conseil  du  tresor.  Les  quelque 
quarante-cinq  analystes  au  service  de  la  direction  possedent  une  experience  moyenne 
d 'environ  vingt-cinq  mois.  Si  Ton  ne  tient  pas  compte  des  six  analystes  qui  ont  les  plus  longs 
etats  de  service,  la  moyenne  tombe  a  dix-huit  mois,  ce  qui  ne  correspond  qu'a  un  seul  cycle 
budgetaire  complet. 

3.73  L'indice  eleve  de  la  rotation  actuelle  des  analystes  de  programme  semble 
attribuable  a  un  certain  nombre  de  facteurs.  L'un  deux  est  le  changement  d 'attitude 
survenu  apres  la  parution  du  rapport  Glassco;  anterieurement  a  ce  rapport,  les  employes 
entraient  a  la  direction  des  programmes,  a  un  niveau  inferieur,  et  etaient  encourages  a  y 
faire  carriere  a  moyen  ou  a  long  terme  dans  des  domaines  specialises.  Aujourd'hui,  le 
Secretariat  engage  des  personnes  d'une  competence  reconnue,  habituellement  pour  une 
periode  de  trois  ans,  etant  entendu  qu'elles  seront  finalement  mutees  dans  les  ministeres 
d 'execution.  Malheureusement,  de  nombreux  analystes  de  programme  quittent  le  Conseil 
avant  meme  la  fin  de  cette  periode. 

3.74  Cet  indice  de  rotation  provoque  un  probleme  serieux.  L'attribution  des 
ressources  est  un  aspect  complexe  et  important  de  l'administration  financiere  du  secteur 
public.  En  raison  de  cette  complexite  et  de  leur  propre  manque  de  connaissance  des 
ministeres  qu'ils  ont  a  analyser,  les  analystes  de  programme  ne  peuvent  donner  leur  plein 
rendement  pendant  leur  premier  cycle  budgetaire  au  sein  de  la  direction  des  programmes. 
Le  travail  des  chefs  de  groupe  et  des  directeurs  de  la  direction  des  programmes  constitue 
une  certaine  garantie,  mais  seulement  trois  des  treize  chefs  de  groupe  actuels  ont  de 
l'experience  comme  analystes  de  programme.  En  general,  1'erTicacite  des  analystes  s'amelio- 
re  de  beaucoup  au  cours  de  leur  deuxieme  et  troisieme  cycle  budgetaire. 
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3.75  Le  Secretariat  du  Conseil  du  tresor  devrait  etudier  les  causes  du  fort  indice  de 
rotation  des  analystes  de  programme  et  prendre  les  mesures  pour  corriger  la  situation. 

Description  des  methodes 

3.76  L'effet  de  la  rotation  du  personnel  s'est  accentue  par  suite  d'une  formation 
initiate  insuffisante  et  d'un  manque  de  methodes  normalisees  d 'evaluation  des  presenta- 
tions. La  direction  des  programmes  elabore  en  ce  moment  un  programme  de  formation  plus 
pousse  a  l'intention  des  nouveaux  analystes  de  programme.  La  nature  du  travail  d 'analyse 
et  la  grande  diversite  des  ministeres  exigent  beaucoup  de  souplesse;  neanmoins,  des  listes 
normalisees  de  controle  operationnel  s'imposent  pour  assurer  un  degre  raisonnable  d'uni- 
formite  de  la  qualite  et  dans  la  demarche  generate.  En  outre,  la  mise  au  point  de  normes 
applicables  a  la  description  des  methodes  et  l'expose  du  fondement  des  decisions  aideraient 
les  nouveaux  analystes  a  s 'adapter  plus  rapidement  a  leurs  fonctions. 

3.77  Pour  appuyer  ses  decisions,  la  direction  des  programmes  devrait  normaliser, 
pour  usage  interne,  les  listes  de  controle,  les  questionnaires  et  les  procedes  pertinents. 

Apprentissage  des  methodes 

3.78  Les  personnes  qui  s'occupent  de  1 'affectation  des  ressources  au  sein  des 
ministeres  ne  sont  pas  tenues,  a  l'heure  actuelle,  de  s'inscrire  a  des  programmes  de  forma- 
tion. Certains  aspects  du  processus  sont  exposes  dans  divers  cours  generaux  dispenses  par  la 
Commission  de  la  Fonction  publique  et  pendant  les  cycles  de  formation  offerts  par  les 
ministeres.  Cependant,  de  nombreuses  personnes  travaillant  a  Paffectation  des  ressources  ne 
recoivent  aucune  formation  officielle,  pas  plus  en  ce  qui  regarde  les  notions  de  base  que  le 
detail  des  methodes  prescrites.  Par  exemple,  il  est  rare  que  les  analystes  du  Conseil  du  tresor 
suivent  ces  cours. 

3.79  II  n'existe  aucun  programme  centralise  de  formation  qui  permettrait  aux 
employes  d'apprendre  a  fond  le  processus  en  question.  II  faudrait  developper  un  tel  cours  et 
le  rendre  obligatoire  pour  les  fonctionnaires  qui  s'occupent  surtout  de  l'etablissement  du 
budget  dans  chaque  ministere  et  organisme  central.  Ceux  qui  suivraient  ce  cours  devraient 
etre  charges  de  former  ceux  qui,  dans  leur  ministere,  participent  a  ce  processus  dans  une 
mesure  appreciable.  Presentement,  il  existe,  semble-t-il,  une  mauvaise  comprehension  gene- 
ralisee  de  certains  principes  fondamentaux  du  processus  d 'attribution  des  ressources;  un 
cours  intensif  bien  conc,u  pourrait  done  contribuer  a  ameliorer  sensiblement  la  participation 
des  ministeres. 

3.80  11  faudrait  developper  un  cours  intensif  de  formation  portant  sur  tous  les  aspects 
pertinents  de  V affectation  des  ressources.  Ce  cours  devrait  etre  obligatoire  pour  tous  les 
fonctionnaires  qui  s'occupent  surtout  de  planification  et  d'etablissement  du  budget  dans 
chaque  ministere  et  organisme. 
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REVENUS  NON  FISCAUX 

3.81  Lorsqu'il  y  a  lieu,  les  presentations  de  previsions  de  programme  renferment  a 
l'egard  de  chaque  programme  et  de  chaque  activite,  un  sommaire  des  revenus  enumerant 
sous  des  rubriques  distinctes,  les  revenus  portes  au  compte  du  credit  et  ceux  qui  sont  credites 
au  Fonds  du  revenu  consolide,  avec  indication  des  principales  sources  de  revenus.  Les 
previsions  des  revenus  fiscaux  sont  etablies  separement  par  le  ministere  des  Finances. 

3.82  Dans  une  circulaire  sur  la  reforme  administrative  publiee  en  1966,  le  Conseil 
du  tresor  insistait  sur  la  responsabilite  des  ministeres  en  ce  qui  a  trait  aux  revenus  provenant 
de  services  offerts  au  public  et  decrivait  brievement  les  criteres  servant  a  en  determiner  les 
frais.  Les  modifications  apportees  en  1969  a  la  Loi  sur  l'administration  financiere  autori- 
saient  le  gouverneur  en  conseil  a  prescrire  sur  la  recommandation  du  Conseil  du  tresor,  les 
droits  ou  frais  afferents  aux  services  offerts  au  public  et  a  deleguer  cette  autorite  au  ministre 
competent.  Depuis  1969,  nombre  de  ministeres  ont  tente  d'introduire  ou  d'augmenter  ces 
droits  et  ces  frais  et  un  grand  nombre  de  ceux-ci  ont  ete  differes  pour  des  raisons  di verses. 

3.83  Les  mesures  prises  par  le  gouvernement  pour  faciliter  l'examen  et  la  revision 
des  taux  de  revenu  n'ont  pas  ete  pleinement  efficaces  parce  que  les  ministeres  invoquent 
leur  experience  pour  expliquer  pourquoi  ils  ne  font  pas  des  examens  reguliers  en  vue  de 
verifier  si  des  augmentations  ou  des  reductions  se  justifient. 

3.84  Le  public  beneficie  de  nombreux  services  pour  lesquels  des  frais  sont  etablis 
ou  dont  il  conviendrait  peut-etre  de  recouvrer  les  couts  en  partie  ou  en  totalite.  Les 
ministeres  ont  perc,u  pour  l'annee  financiere  1974-1975  des  revenus  non  fiscaux  de  l'ordre 
de  $300  millions,  au  titre  des  services  postaux,  des  licences  et  permis,  des  privileges  et  autres 
services.  II  s'agit  de  sommes  considerables  et  peut-etre  serait-il  fort  possible  de  percevoir 
d 'autres  revenus  provenant  de  services  particuliers  dont  il  serait  equitable  que  les  benefi- 
ciaires  assument  les  frais. 

3.85  La  responsabilite  premiere  d'evaluer  les  politiques  ayant  trait  aux  revenus  et 
de  determiner,  s'il  y  a  lieu  de  les  modifier  incombent  au  ministere.  La  Loi  sur  l'administra- 
tion financiere  permet,  mais  sans  l'exiger,  un  examen  periodique  de  ces  politiques  par  le 
Conseil  du  tresor.  Les  previsions  des  revenus  figurent  dans  la  presentation  des  previsions 
annuelles  de  programme  au  Conseil  du  tresor,  mais  aucun  examen  n'est  fait  des  politiques 
qui  donnent  lieu  a  ces  revenus. 

3.86  Les  ministeres  devraient  etre  tenus  d'evaluer  annuellement  les  services  qu'ils 
assurent  au  public,  a  la  lumiere  des  lignes  directrices  du  Conseil  du  tresor,  et  de  presenter  des 
recommandations  preconisant  le  maintien  des  politiques  visant  les  revenus  ou  V augmentation 
ou  la  reduction  des  frais  exiges,  par  suite  de  revolution  de  la  nature  des  services  offerts  ou  de 
leur  prix  de  revient.  De  son  cote,  le  Conseil  du  tresor  devrait  etre  tenu  de  presenter  au 
gouverneur  en  conseil  des  recommandations  annuelles  sur  les  politiques  en  matiere  de  revenu, 
pour  que  celui-ci  les  examine  en  vertu  de  Varticle  13  de  la  Loi  sur  l'administration  financiere. 
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IV  CONTROLE  BUDGETAIRE 

4.1  Le  controle  budgetaire  peut  revetir  diverses  formes.  La  methode  la  plus 
simple  et  la  plus  elementaire  consiste  a  inscrire  les  depenses  en  regard  des  credits  et 
affectations  afin  de  s'assurer  que  ceux-ci  ne  sont  pas  depasses.  Cette  methode,  prescrite  par 
la  loi,  a  pour  but  seulement  de  permettre  de  verifier  que  les  limites  des  depenses  soient 
respectees;  elle  ne  prevoit  pas  d  'assurer  que  les  resultats  desires  soient  obtenus. 

4.2  Une  methode  plus  efficace  et  concrete  consiste  a  comparer  les  depenses  reelles 
au  plan  etabli  de  maniere  a  pouvoir  deceler  les  ecarts  pour  fins  d'enquete.  Cette  technique 
fait  appel  a  un  systeme  de  rapports  financiers  qui  compare  les  depenses  reelles  avec  les 
depenses  prevues,  les  ecarts  etant  expliques  a  titre  d 'exception.  Ce  systeme  est  plus  utile  s'il 
comporte  des  donnees  sur  les  resultats  prevus  et  reels  des  operations,  avec  lesquels  les 
depenses  peuvent  etre  mises  en  correlation. 

4.3  Les  systemes  de  controle  budgetaire  sont  indispensables  a  la  gestion  des 
ministeres.  Le  gouvernement,  dans  son  ensemble,  doit  aussi  pouvoir  s'assurer  que  les  limites 
des  depenses  sont  respectees  et  que  les  ressources  affectees  permettent  d'obtenir  les  resultats 
souhaites.  Cette  verification  peut  s'effectuer  de  deux  f aeons:  premie rement,  en  s'assurant 
que  les  systemes  appliques  dans  les  ministeres  conviennent  a  cette  fin;  deuxiemement,  en 
controlant  l'information  fournie  par  ces  systemes  pour  faire  en  sorte  que  la  teneur  en  soit 
parfaitement  comprise  et  soit  transmise  aux  fonctionnaires  charges  de  prendre  les  mesures 
correctives. 

4.4  Ces  points  sont  etudies  sous  les  rubriques  suivantes: 
-     Systemes  de  controle  des  liquidites 

Controle  au  moyen  de  rapports  financiers  periodiques 
Controle  budgetaire  centralise 
SYSTEMES  DE  CONTROLE  DES  LIQUIDITES 

4.5  La  Loi  sur  l'administration  financiere  exige  que  les  ministeres  tiennent  divers 
registres  pour  fins  de  controle  budgetaire  et  d'etablissement  de  rapports.  II  s'agit  des 
registres  des  credits,  des  affectations  et  des  engagements. 

4.6  Les  ministeres  sont  tenus  de  controler  les  credits  des  qu'on  leur  confere  le 
pouvoir  de  depenser.  L'article  2 1  de  la  Loi  sur  l'administration  financiere  oblige  les  ministe- 
res a  tenir  des  registres  de  controle  des  liquidites  pour  s'assurer  que  les  paiements  n'exce- 
dent  pas  les  credits  approuves.  Le  paragraphe  3  de  l'article  26  (3)  renforce  cette  exigence  en 
exigeant  pour  le  paiement  d'un  compte  l'approbation  d'une  personne  autorisee  afin  que  ce 
paiement  n'entraine  pas  une  depense  superieure  aux  credits  ou  ne  reduise  pas  le  solde 
disponible  au  point  de  le  rendre  insuffisant  pour  l'execution  des  engagements  en  cours. 
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4.7  L 'article  24  stipule  que  les  credits  doivent  etre  divises  en  affectations,  confor- 
mement  aux  prescriptions  du  Conseil  du  tresor,  et  que  les  ministeres  doivent  tenir  des 
registres  et  mettre  en  oeuvre  des  systemes  de  controle  afin  que  ces  affectations  ne  soient  pas 
depassees. 

4.8  Les  ministeres  sont  egalement  obliges  de  tenir  un  registre  des  engagements 
non  remplis.  Selon  l'article  25,  des  registres  d'engagements  doivent  etre  tenus  afin  que  Ton 
connaisse  exactement  les  soldes  disponibles  pour  des  engagements  supplementaires. 

4.9  En  plus  des  exigences  de  la  Loi,  le  Guide  d 'administration  financiere  du 
Conseil  du  tresor  renferme  les  trois  directives  suivantes: 

«Les  agents  financiers  ou  d'autres  agents  pouvant  faire  des  paiements  pour  chaque  credit 
budgetaire  et  chaque  affectation  prescrite  par  le  Conseil  du  tresor,  tiendront  des  comptes  de 
controle  au  nom  du  sous-chef;  et  ce,  que  les  ministeres  fonctionnent  en  vertu  de  credits 
principaux  ou  provisoires  ou  en  vertu  de  mandats  speciaux  du  Gouverneur  general.  On  pourra 
ainsi  comparer  a  tout  moment  les  depenses  avec  ces  limites. » 

«Lorsque  le  pouvoir  de  payer  est  delegue  a  des  agents  d  'unites  decentralisees,  on  devra 
diviser  les  affectations  en  sous-affectations  pour  chacun  de  ces  agents,  et  tenir  des  comptes  de 
controle  pour  chacune  de  ces  sous-affectations  afin  que  les  agents  faisant  des  demandes  de 
paiement  puissent  les  controler  par  rapport  aux  engagements  non  remplis  et  aux  soldes 
disponibles  de  leurs  sous-affectations. » 

«Pour  se  conformer  a  la  necessite  statutaire  de  tenir  des  registres  des  engagements  et 
d'attester  de  la  disponibilite  de  fonds  avant  de  contracter  des  engagements,  les  ministeres 
devront: 

«-  conserver  pour  chaque  centre  de  responsabilite  des  copies  de  tous  les  documents  faisant  etat 
des  engagements  non  remplis  pour  les  depenses  d 'administration,  de  fonctionnement  et 
d'entretien,  et  faire  rapport  du  total  de  ces  articles  aux  fins  d 'inscription  dans  les  rapports 
periodiques  de  controle  budgetaire;  et 

«-  tenir  un  registre  permanent  des  engagements,  par  annee  financiere,  pour  les  depenses  d 'im- 
mobilisations, de  subventions,  de  contributions  et  les  depenses  s'echelonnant  sur  plusieurs 
annees. » 

La  plus  grande  partie  de  ces  directives  reaffirment  l'importance  des  systemes  de  controle 
que  la  Loi  exige  des  ministeres.  Le  Guide  d 'administration  financiere  donne  en  outre  les 
trois  lignes  directrices  suivantes: 

«Etant  donne  que  les  credits  budgetaires  annuels  sont  prevus  pour  des  services  fournis  au 
cours  de  l'annee  financiere,  les  ministeres  devraient  s'assurer  que  les  paiements  sont  deman- 
des et  effectues  rapidement  afin  que  tous  les  comptes  soient  payes  au  cours  de  l'annee 
financiere  pour  laquelle  les  biens  ou  les  services  ont  ete  fournis  et  pour  laquelle  les  fonds  ont 
ete  prevus. » 

«On  devrait  preparer  periodiquement  dans  chaque  ministere  des  previsions  de  liquidites 
tenant  compte  des  incidences  operationnelles  et  saisonnieres  sur  les  disponibilites;  une  simple 
extrapolation  des  debourses  de  l'annee  en  cours  ou  de  l'annee  precedente  fournit  rarement 
une  prevision  suffisamment  precise.* 

«Des  rapports  financiers  distincts  fournissant  des  renseignements  sur  les  debourses,  les 
engagements  non  remplis  et  les  soldes  disponibles,  par  credit,  par  affectation  et  par  sous- 
affectation,  devraient  etre  fournis  aux  agents  financiers  et  autres  agents  pouvant  faire  des 
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paiements  afin  de  leur  permettre,  au  nom  du  sous-chef,  de  controler  les  disponibilites  par 
rapport  aux  limites  imposes  par  les  credits  annuels  ou  autres  et  par  les  affectations.* 

Emploi  des  affectations 

4.10  En  general,  les  ministeres  tiennent  des  registres  appropries  des  credits  et 
affectations.  Ces  dernieres  annees,  des  affectations  normales  du  Conseil  du  tresor  ont  ete 
etablies  a  l'egard  des  subventions  et  contributions,  des  reserves  destinees  au  rajustement 
des  salaires,  des  frais  d 'exploitation  et  des  investissements.  Depuis  le  ler  avril  1975,  les 
fonds  affectes  aux  salaires  ont  fait  l'objet  d 'affectations  distinctes.  II  existe  d 'autres  circons- 
tances  ou  il  conviendrait  d'etablir  des  affectations  separees.  Nous  avons  note  certains  cas  ou 
les  ministeres  prevoient,  pour  l'annee,  des  depenses  a  des  fins  determinees  fondees  sur  la 
moyenne  des  fonds  dont  ils  ont  eu  besoin  au  cours  des  annees  anterieures.  Lorsque  les 
affectations  budgetaires  sont  insuffisantes  a  cette  fin,  les  ministeres  demandent  des  ressour- 
ces  additionnelles  par  le  truchement  d'un  budget  supplementaire.  Lorsque  leurs  frais  reels 
sont  inferieurs  a  leurs  previsions,  ils  ont  tendance  a  utiliser  le  solde  a  d 'autres  fins. 

4.11  La  subdivision  des  credits  en  affectations  a  pour  objet  d 'empecher  les  minis- 
teres d'utiliser  a  d'autres  fins  les  fonds  prevus  pour  une  fin  determinee.  Un  trop  grand 
nombre  d 'affectations  au  sein  des  credits  imposeraient  des  restrictions  trop  excessives  aux 
operations  journalieres  des  ministeres.  Neanmoins,  il  semblerait  qu'actuellement  le  Conseil 
du  tresor  applique  trop  peu  les  dispositions  statutaires  dont  il  peut  se  prevaloir  pour 
empecher  que  les  ministeres  ne  dissimulent  les  lacunes  d 'exploitation  en  utilisant  des  fonds 
pour  des  fins  autres  que  celles  etablies  au  depart. 

4.12  Le  Conseil  du  tresor  devrait  etablir  des  affectations  distinctes  lorsque  d'impor- 
tantes  sommes  sont  prevues  a  des  fins  discretionnaires,  et,  partant,  soumises  au  controle  des 
gestionnaires. 

Nccessite  de  la  comptabilisation  des  engagements 

4.13  Pour  exercer  un  minimum  de  controle,  les  ministeres  devraient  inscrire  sans 
tarder  leurs  transactions  en  regard  des  credits  et  affectations  afin  d'en  empecher  tout 
depassement.  Bien  que  cette  methode  ne  permette  guere  de  controle  au  cours  de  l'annee  et 
qu'elle  ne  mesure  pas  les  sommes  depensees  par  rapport  aux  resultats  prevus,  elle  garantit 
que  le  plafond  des  depenses  est  respecte. 

4.14  Les  previsions  de  caisse  renforcent  le  degre  de  controle  des  credits  et  affecta- 
tions parce  qu'elles  permettent  d'anticiper  le  montant  des  fonds  perimes  ou  depenses  en  fin 
d'annee.  Essentiellement,  ces  previsions  component  l'extrapolation  des  besoins  de  liquidites 
fondes  sur  l'experience  acquise,  ce  qui  permet  de  faire  des  comparaisons  avec  les  affecta- 
tions de  credits  pour  determiner  s'il  y  aura  une  insuffisance  ou  un  depassement  de  fonds 
pour  l'annee.  Cela  peut  se  faire  en  combinant  les  projections  des  divers  gestionnaires 
responsables  des  budgets  ou  en  analysant  les  tendances  de  l'annee  courante  et  de  l'annee 
precedente.  II  est  bon  que  les  ministeres  fassent  ces  deux  genres  de  projections  afin  que  les 
ecarts  puissent  etre  examines  plus  a  fond.  De  la  sorte,  ils  peuvent  mieux  controler  les 
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mouvements  de  caisse  pendant  I'annee,  mais  cela  ne  leur  donne  aucune  assurance  que 
l'argent  est  depense  pour  les  fins  auxquelles  il  etait  affecte. 

4.15  Les  ministeres  peuvent  exercer  un  meilleur  controle  sur  les  credits  et  affecta- 
tions en  consignant  leurs  engagements  et  en  reservant  les  fonds  necessaires  a  leur  execution, 
ce  qui  leur  permet  de  determiner  les  soldes  disponibles  avant  de  prendre  de  nouveaux 
engagements.  Bien  que  cette  methode  puisse  les  aider  a  verifier  que  les  credits  et  affectations 
ne  sont  pas  depasses,  elle  n 'assure  aucun  controle  budgetaire  au  cours  de  I'annee  et  ne 
donne  aucune  assurance  que  les  fonds  ont  ete  depenses  aux  fins  prevues. 

4.16  La  Loi  exige  que  tous  les  ministeres  tiennent  tout  au  long  de  I'annee  des 
registres  detailles  de  leurs  engagements;  neanmoins,  plusieurs  estiment  que  cela  est  inutile 
puisqu'ils  n'ont  jamais  depasse  leurs  credits  et  qu'ils  ne  le  feront  probablement  pas  a 
l'avenir.  D'autres  ministeres  jugent  que  d'autres  modes  de  controle,  tel  un  bon  systeme  de 
controle  au  moyen  des  budgets  d 'exploitation  et  des  rapports  financiers,  les  previennent  de 
tout  danger  de  depassement  des  credits,  assez  tot  pour  prendre  des  mesures  correctives.  En 
outre,  ils  sont  d'avis  que  l'inscription  des  engagements  en  vue  de  s 'assurer  que  les  limites 
des  credits  sont  respectees  ne  s'impose,  en  general,  que  vers  la  fin  de  I'annee  financiere, 
epoque  ou  les  ministeres  sont  peut-etre  pres  d'atteindre  leur  plafond  de  depenses  annuelles. 

4.17  Les  ministeres  dotes  de  systemes  convenables  de  controle  budgetaire  et  de 
rapports  financiers  ne  devraient  etre  tenus  de  consigner  leurs  engagements  que  vers  la  fin  de 
I'annee,  s'ily  a  lieu. 

CONTROLE  AU  MOYEN  DE  RAPPORTS  FINANCIERS  PERIODIQUES 

4.18  Le  Guide  d 'administration  financiere  donne  deux  lignes  directrices  importan- 
tes  concernant  le  controle  des  budgets  d 'exploitation  et  l'etablissement  des  rapports 
financiers: 

«Chaque  gestionnaire  de  centre  de  responsabilite  devrait  controler  l'utilisation  des  ressources 
de  son  budget  au  moyen  d'un  systeme  par  lequel: 

«-    les  couts  par  elements  d'activite  et  par  article  de  depenses  sont  budgetises,  par  periode,  par 
rapport  aux  realisations  projetees; 

«-    les  couts  reels  et  les  resultats  sont  presentes  par  periode;  et 

«-    les  ecarts  entre  les  couts  budgetises  et  les  couts  reels,  compte  tenu  des  resultats,  sont  analyses 
de  maniere  a  permettre  des  mesures  correctives. » 

«Des  rapports  de  gestion  financiere  reliant  periodiquement  les  couts  reels  et  projetes  aux 
realisations,  devraient  etre  prepares  a  1 'intention  des  directeurs  des  centres  de  responsabilite, 
de  leurs  surveillants  et  des  conseillers  fonctionnels  charges  des  activites,  en  vue  de  leur  fournir 
les  renseignements  necessaires  au  controle  des  couts  par  rapport  aux  realisations. » 

Ces  instructions  font  ressortir  la  necessite  d'etablir  le  budget  en  fonction  des  resultats  que 
chaque  service  organique  est  cense  atteindre,  ces  resultats  etant  prevus  a  leur  tour  par 
periode  de  rapport.  En  declarant  sans  tarder  les  couts  et  resultats  reels  pour  les  memes 
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periodes,  on  peut  alors  analyser  les  ecarts  en  vue  de  prendre  les  mesures  correctives  qui 
s'imposent. 

4.19  Les  structures  d'activites  de  la  plupart  des  ministeres  sont  mal  definies  aux 
fins  du  controle  budgetaire  et  des  rapports  financiers.  Dans  nombre  de  ministeres  les 
activites  sont  decrites  de  facon  a  representer  les  couts  des  services  organiques.  Dans  d'autres 
ministeres,  on  utilise  des  rubriques  pour  indiquer  l'objet  ou  la  nature  des  operations  dont  le 
financement  est  prevu,  mais  les  montants  inscrits  ne  refletent  les  couts  que  tres  approximati- 
vement.  La  plupart  des  ministeres  ne  semblent  pas  avoir  fait  beaucoup  d 'efforts  pour  etablir 
le  cout  des  divers  services  ou  produits  qu'ils  ont  a  fournir.  Dans  les  cas  ou  des  operations, 
des  services  ou  des  projets  sont  prevus  et  que  le  cout  en  est  etabli  aux  fins  de  la  gestion,  il 
arrive  souvent  que  1'information  pertinente  ne  devient  pas  partie  integrante  du  systeme  de 
controle  budgetaire  et  de  rapports  financiers  du  ministere. 

4.20  Un  bon  systeme  de  controle  budgetaire  et  de  rapports  financiers  fonde  sur 
l'examen  des  ecarts  n'est  possible  que  si  les  postes  fondamentaux  du  budget  sont  correcte- 
ment  definis  et  que  les  couts  et  les  resultats  sont  consignee  de  facon  cumulative,  de  maniere 
a  reveler  le  rapport  qui  existe  entre  les  sommes  depensees  et  les  resultats  obtenus.  Si  les 
elements  de  couts  sont  bien  precises,  il  est  alors  possible  d'accumuler  des  donnees  pour 
justifier  les  budgets  des  services,  et  pour  obtenir  une  base  utile  pour  le  calcul  valable  des 
couts.  Les  couts  sont  particulierement  utiles  lorsqu'un  certain  nombre  de  services  organi- 
ques utilisent  le  meme  processus,  car  ils  permettent  de  comparer  le  rendement  des  centres 
de  responsabilite. 

4.21  Lorsqu'un  employe  participe  a  plus  d'une  activite,  il  est  indispensable  de 
pouvoir  estimer  avec  precision  le  temps  consacre  a  chaque  activite  afin  d'en  repartir  les 
couts  correctement.  Sans  une  analyse  precise  de  ces  couts,  les  comparaisons  et  le  rassemble- 
ment  des  donnees  sur  les  couts  n'ont  aucune  signification  lorsque  la  main-d'oeuvre  en 
constitue  un  element  important. 

Donnees  budget  a  ires  utilisees 

4.22  La  plupart  des  systemes  de  controle  budgetaire  et  de  rapports  financiers  des 
ministeres  ne  sont  pas  satisfaisants,  parce  que  les  budgets  detailles  d 'exploitation  etablis  par 
nombre  de  ministeres  manquent  souvent  de  realisme.  Nombre  de  ministeres  les  integrent 
tres  souvent  aux  processus  d 'elaboration  des  previsions  de  programme  ou  du  budget 
principal  des  depenses,  dont  chacun  intervient  trop  longtemps  avant  le  debut  de  l'annee 
financiere  pour  fournir  une  base  solide  de  controle  ulterieur.  Bien  des  gestionnaires  com- 
mencent  l'annee  financiere  avec  des  budgets  detailles,  fondes  soit  sur  les  totaux  du  budget 
principal  des  depenses  dresse  cinq  ou  six  mois  auparavant,  soit  sur  des  previsions  de 
programme  etablies  jusqu'a  quinze  mois  auparavant.  II  peut  arriver  que  les  budgets  ne 
tiennent  pas  compte  des  reductions  apportees  aux  demandes.  S'ils  les  refletent  seuls  les 
totaux  sont  arbitrairement  reduits  et  les  reductions  particulieres  ne  sont  pas  precisees.  En 
outre,  les  budgets  detailles  ne  tiennent  pas  forcement  compte  des  changements  intervenus 
dans  les  prix,  dans  la  situation  economique,  dans  les  plans  d 'exploitation  ou  la  disponibilite 
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du  personnel  depuis  l'approbation  des  montants  initiaux.  Les  difficultes  de  comparaison 
s'accroissent  du  fait  que  nombre  de  ministeres  ont,  ces  dernieres  annees,  accumule  dans 
leurs  budgets  des  fonds  destines  a  des  postes  non  pourvus.  Par  consequent,  bien  des  budgets 
d 'exploitation  sont  excessifs.  Rares  sont  les  services  organiques  qui  ne  comptent  pas  un  ou 
deux  postes  non  pourvus,  et  les  fonds  precites  constituent  une  marge  pour  faire  face  aux 
insuffisances  budgetaires  dans  le  cas  d'autres  types  de  depenses.  II  n'est  done  pas  etonnant 
que,  dans  le  passe,  certains  ministeres  aient  pu  fonctionner  avec  des  systemes  de  controle 
budgetaire  inadequats. 

4.23  Pour  que  les  budgets  d  'exploitation  soient  efficaces,  il  faudrait  que  les  budgets 
detailles  representent  toujours  une  estimation  realiste,  de  mois  en  mois,  des  couts  et  du 
rendement  prevus  dont  les  gestionnaires  pourraient  etre  tenus  de  rendre  des  comptes. 
Lorsqu'il  survient  des  change ments  de  plans  apres  Petablissement  des  budgets  detailles 
d 'exploitation,  il  convient  de  modifier  ces  derniers  pourvu  qu'ils  soient  l'objet  d'un  controle 
permettant  de  s 'assurer  que,  dans  l'ensemble,  ils  n'excedent  pas  les  affectations  alloueesLes 
modifications  budgetaires  devraient  suivre  le  meme  processus  que  les  budgets  initiaux  afin 
que  les  changements  puissent  etre  approuves  par  l'autorite  competente.  II  faudrait  discuter 
avec  les  gestionnaires  de  toutes  modifications  apportees  aux  budgets  detailles  d 'exploita- 
tion. Par  exemple,  il  conviendrait  peut-etre  de: 

-  supprimer  des  budgets  detailles  d 'exploitation  les  donnees  de  couts  et  de  rendement 
reliees  aux  postes  vacants  jusqu'a  ce  que  ces  postes  soient  pourvus; 

-  revoir  les  budgets  detailles  d 'exploitation  et  peut-etre  les  rajuster  si  une  augmenta- 
tion sensible  des  prix  est  intervenue  apres  leur  etablissement,  pour  faire  en  sorte  que 
ces  budgets  refietent  les  couts  courants  et  que  les  gestionnaires  ne  soient  tenus 
responsables  que  des  ecarts  qu'ils  sont  en  droit  de  controler;  et 

adopter  des  techniques  de  budget  variable  aux  fins  de  la  gestion  interne  lorsque  les 
couts  varient  selon  le  volume  et  le  niveau  requis  de  service. 

Effet  de  Petablissement  des  rapports  sur  la  base  des  liquidates 

4.24  La  plupart  des  ministeres  etablissent  leurs  budgets  d 'exploitation  en  se 
fondant  sur  les  liquidites  et  non  sur  les  couts,  ce  qui  leur  donne  une  certaine  marge  pour 
regler  leurs  paiements  de  fin  d'annee  et  pour  grossir  ou  diminuer  leurs  stocks,  de  sorte  qu'ils 
n'ont  pas  a  compter  sur  des  systemes  de  controle  budgetaire  proprement  dits.  Nombre  de 
ministeres  dotes  de  budgets  mensuels  d 'exploitation  se  contentent  de  repartir  proportion- 
nellement  sur  douze  mois,  au  lieu  de  les  budgetiser  mensuellement,  les  liquidites  qu'ils 
prevoient  depenser,  et  ils  amenagent  a  la  fin  de  l'annee  leurs  paiements  au  comptant  de 
maniere  a  appliquer  leurs  fonds  excedentaires  a  l'acquisition  de  biens  qu'ils  n'auraient 
peut-etre  pas  pu  acquerir  autrement,  ou  a  differer  certains  paiements  pour  ne  pas  depasser 
les  credits  qui  leur  ont  ete  affectes. 

4.25  Les  budgets  fondes  sur  les  liquidites  entrainent  entre  les  donnees  reelles  et  les 
donnees  budgetaires  des  differences  majeures  attribuables  aux  retards  dans  la  mise  en  route 
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du  traitement  de  la  paie,  des  rajustements  de  la  paie  et  des  demandes  de  remboursement 
des  frais  de  voyage,  ainsi  que  dans  la  reception  des  factures.  Ces  decalages  peuvent  avoir 
d'importants  effets  lorsqu'on  compare  les  coiits  budgetises  avec  les  couts  reels.  En  outre,  les 
donnees  sur  les  decaissements  au  cours  d'une  periode  comptable  quelconque  risquent  de 
n 'avoir  aucun  rapport  avec  le  genre  d 'information  qui  indique  le  rendement  d'un  gestion- 
naire.  Lorsque  des  ministeres  tout  simplement  repartissent  en  fractions  egales  les  fonds 
qu'ils  s'attendent  de  depenser  plutot  que  de  le  faire  en  se  fondant  sur  les  passifs  accumules 
chaque  mois,  il  est  difficile  de  surveiller  le  rendement  d'un  subalterne,  en  examinant  ce  qu'il 
a  accompli,  au  regard  des  couts  subis. 

4.26  Pour  exercer  un  controle  budgetaire  plus  efficace,  il  faut  faire  correspondre 
correctement  les  couts  budgetises  et  reels.  A  cette  fin,  il  faudrait  prendre  les  mesures 
necessaires  pour  reduire  les  decalages  inherents  a  la  comptabilisation  des  liquidites,  pour 
determiner  et  repartir  plus  facilement  les  couts  au  sein  des  services  organiques.  Les  ministe- 
res devraient  avoir  des  systemes  qui  leur  permettent  d'etablir  les  couts  avec  precision.  Les 
systemes  actuels  des  ministeres  ne  sont  pas  de  nature  a  satisfaire  les  gestionnaires  qui 
veulent  exercer  un  controle  budgetaire  efficace  au  moyen  de  rapports  financiers. 

4.27  Si  Ton  veut  que  les  gestionnaires  soient  tenus  responsables  des  ecarts  entre  les 
resultats  reels  et  les  resultats  projetes,  il  faut  pouvoir  analyser  ces  ecarts  par  rapport  aux 
donnees  permettant  d'evaluer  les  resultats,  de  facpn  a  faire  ressortir  Feffet  des  change ments 
selbn  le  volume  produit,  la  quantite  des  ressources  utilisees  et  le  prix  de  ces  ressources. 

4.28  Les  ministeres  n'ont  pas  tous  besoin  du  meme  systeme  de  controle  budgetaire 
et  de  rapports  financiers.  Pour  certains  ministeres,  les  instructions  du  Guide  d 'administra- 
tion financiere  du  Conseil  du  tresor  devraient  etre  obligatoires,  et  ces  ministeres  devraient 
prendre  sans  tarder  les  mesures  qui  s'imposent  pour  ameliorer  leurs  systemes;  d'autres 
ministeres  peuvent  fonctionner  avec  des  formes  plus  simples  de  controle  de  gestion.  Par 
exemple,  dans  les  ministeres  ou  les  resultats  sont  intangibles  et  ne  peuvent  se  mesurer 
facilement  et  oil  les  depenses  sont  largement  afferentes  a  la  paie,  on  peut  se  contenter  de 
controler  les  depenses  au  comptant,  par  credit  et  affectation,  et  de  completer  ce  controle  par 
des  previsions  de  caisse  periodiques.  Toutefois,  la  plupart  des  ministeres  ont  besoin  d'un 
systeme  de  controle  budgetaire  leur  permettant  de  comparer  les  couts  avec  l'information 
servant  a  mesurer  le  rendement  de  Fexploitation  et  d 'analyser  ainsi  les  ecarts  en  vue  de 
prendre  les  mesures  correctives  voulues. 

4.29  Les  systemes  de  controle  budgetaire  et  de  rapports  financiers  des  ministeres 
exigent  au  minimum: 

-  des  elements  de  couts  et  des  renseignements  sur  les  couts  convenablement  definis,  pour 
que  les  gestionnaires  puissent  etre  tcnus  responsables  de  leur  rendement; 

-  des  budgets  detailles  relies  a  des  periodes  determinees  correspondant  a  V attribution  des 
responsabilites  de  gestion; 

-  des  elements  budgetaires  et  comptables  uniformes; 
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I'etablissement  et  la  diffusion  en  temps  voulu  de  rapports  financiers  periodiques;  et 
V analyse  des  ecarts  entre  les  result  at  s  prevus  et  les  resultats  obtenus. 
Utilisation  des  donnees  non  financieres 

4.30  Dans  le  secteur  prive,  le  rendement  se  mesure  directement  ou  indirectement 
par  la  comparaison  des  revenus  et  des  depenses.  La  mesure  du  rendement  est  tout  aussi 
importante  dans  le  secteur  public;  cependant  il  faut  y  elaborer  des  systemes  differents  pour 
contrebalancer  l'absence  d'un  marche  concurrentiel  aux  fins  de  mesurer  la  valeur  des  biens 
et  services  produits. 

4.31  La  direction  de  la  planification  du  Secretariat  du  Conseil  du  tresor  a  ete 
chargee,  en  1970,  d'elaborer  un  systeme  au  moyen  duquel  la  direction  des  ministeres,  le 
Conseil  du  tresor  et  le  Cabinet  pourraient  evaluer  l'efficacite  et  le  rendement  des  program- 
mes. Ce  systeme  devait  avant  tout  permettre  de  mieux  justifier  l'affectation  des  ressources, 
mais  aussi,  pensait-on,  de  mieux  refleter  le  rendement  des  gestionnaires.  En  Janvier  1974,  la 
direction  de  la  planification  a  publie  une  brochure  sur  1'evaluation,  en  termes  d'efficacite  et 
du  rendement  des  exploitations;  cette  brochure  s'intitulait  Systeme  de  mesure  du  rende- 
ment de  Fexploitation  (S.M.R.E.).  Ce  systeme  mesure  le  rendement  des  exploitations  en 
etablissant  le  rapport  entre  les  sorties  et  les  entrees,  ou  les  couts  de  leur  production.  Cela 
exige  le  rassemblement  de  donnees  applicables  a  une  annee  de  reference,  a  laquelle  seront 
comparees  toutes  les  annees  futures. 

4.32  La  plupart  des  ministeres  ne  mesurent  pas  systematiquement  leur  rendement. 
Lorsqu'ils  recueillent  des  donnees  sur  le  rendement,  une  bonne  partie  de  l'information 
obtenue  sur  les  couts  par  unite  n'est  pas  fiable.  Les  gestionnaires  de  certains  ministeres  ont 
fait  un  effort  sincere  pour  reunir  des  donnees  valables  sur  les  operations.  Toutefois,  ces 
donnees  ne  sont  pas  integrees  aux  systemes  financiers  des  ministeres.  D'autres  ministeres 
n'ont  deploye,  pour  mettre  en  oeuvre  le  S.M.R.E.,  que  des  efforts  superficiels  en  l'absence  de 
la  priorite  qui  leur  aurait  permis  d'agir  efficacement. 

4.33  Pour  tenir  les  gestionnaires  responsables  de  leurs  actes,  il  est  indispensable  de 
mettre  au  point  un  systeme  permettant  de  mesurer  leur  rendement.  Un  tel  systeme  doit 
pouvoir  rendre  compte  des  resultats  aussi  bien  que  des  couts.  Autant  que  possible,  il  doit 
s'agir  de  donnees  quantitatives  mesurant  les  sorties;  neanmoins,  des  donnees  qualitatives 
mesurant  le  progres  realise  dans  le  sens  des  objectifs  assignes  seraient  peut-etre  egalement 
utiles. 

4.34  En  comparant  les  donnees  de  toutes  les  annees  futures  a  celles  de  1 'annee  de 
reference,  le  S.M.R.E.  penalise  les  ministeres  qui  ont  deja  atteint  un  niveau  acceptable  de 
rendement  parce  qu'il  leur  laisse  peu  de  possibilites  d 'amelioration.  II  vaudrait  mieux 
recourir  a  des  indicate urs  de  rendement  tires  d 'annees  anterieures,  tout  en  reconnaissant 
que  les  circonstances  changent  et  en  tenant  compte  d 'objectifs  etablis  d'apres  un  niveau  de 
rendement  exigeant,  mais  neanmoins  realisable.  En  outre,  pour  que  l'information  sur  les 
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couts  soit  fiable,  il  faudrait  la  tirer  des  systemes  de  rapports  financiers  des  ministeres. 
L 'integration  des  rapports  sur  les  resultats  et  sur  les  couts  permettrait  de  restreindre  la 
variete  des  rapports  qui  constituent  un  fardeau  pour  les  gestionnaires  et  qui  engendrent  des 
donnees  contradictoires.  Un  systeme  efficace  de  mesure  du  rendement  exigerait  que  chaque 
ministere  budgetise  ses  resultats  et  ses  couts  et  les  compare  avec  les  resultats  reels  au  moyen 
d'un  systeme  de  rapports  financiers  integre. 

4.35  Des  indicateurs  de  rendement  doivent  /aire  partie  integrante  des  systemes 
ministeriels  de  controle  budget  aire  et  de  rapports  financiers,  dans  tous  les  secteurs  pouvant  etre 
reellement  mesures. 

Approbation  centralisee  des  systemes 

4.36  Le  Guide  d 'administration  financiere  du  Conseil  du  tresor  donne  des  instruc- 
tions generates  aux  ministeres  pour  les  aider  a  mettre  en  oeuvre  des  systemes  de  controle 
financier  plus  perfectionnes.  Toutefois,  la  plupart  des  ministeres  n'ont  pas  conc,u  ni  applique 
de  bons  systemes  de  controle  budgetaire  et  de  rapports  financiers,  parce  que,  dans  bien  des 
cas,  ils  ne  s'en  preoccupent  guere,  du  fait  qu'ils  estiment  facile  d'obtenir  des  fonds.  Cette 
attitude,  jointe  a  Pabsence  d'une  etude  efficace  centralisee,  explique  la  mediocrite  des 
systemes  utilises  aujourd'hui  par  la  plupart  des  ministeres. 

4.37  Les  instructions  du  Guide  d 'administration  financiere  du  Conseil  du  tresor 
concernant  le  controle  budgetaire  devraient  etre  obligatoires  dans  la  plupart  des  cas.  En 
outre,  un  organisme  central  devrait  examiner  le  systeme  de  controle  budgetaire  et  de 
rapports  financiers  de  chaque  ministere,  en  vue  d'approuver  les  systemes  quand  ils  sont 
valables  ou  de  differer  l'approbation  de  ceux  auxquels  on  n'a  pas  apporte  les  corrections  qui 
s'imposent. 

4.38  Un  organisme  central  devrait  etre  charge  d'approuver  et  de  reevaluer  periodi- 
quement  les  systemes  ministeriels  de  controle  budgetaire  et  de  rapports  financiers,  pour  s' assu- 
rer qu'ils  sont  de  nature  a  satisfaire  aux  besoins  du  Parlement  et  du  gouvernement,  ainsi  qu'a 
ceux  des  ministeres. 

CONTROLE  BUDGETAIRE  CENTRALISE 

4.39  Le  Secretariat  du  Conseil  du  tresor  recoit  chaque  mois  deux  rapports  finan- 
ciers du  ministere  des  Approvisionnements  et  Services.  Le  premier  intitule  «Etat  des  frais  de 
deplacement  des  fonctionnaires»,  s'adresse  a  la  direction  de  la  politique  administrative;  il 
s'agit  d'un  indicateur  des  frais  subis  sous  le  regime  des  politiques  du  Conseil  en  matiere  de 
deplacement  et  de  reinstallation.  Le  second,  intitule  «Liste  des  comptes  d'avances  de  caisse 
et  des  avances  permanentes»,  s'adresse  a  la  division  de  1 'administration  financiere  de  la 
meme  direction,  qui  peut,  par  ce  moyen,  surveiller  le  montant  des  avances  de  fonds  de 
roulement  des  ministeres  en  les  comparant  aux  avances  autorisees.  Ces  rapports,  qui  servent 
a  controler  certains  genres  specifiques  de  depenses,  ne  sont  pas  utiles  au  controle  central  de 
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l'ensemble  des  depenses  ministerielles  effectue  par  comparaison  avec  le  Budget  des  depen- 
ses  ainsi  qu'approuve. 

4.40  La  direction  des  programmes  recoit  un  exemplaire  des  livres  d 'information 
sur  les  previsions  de  tresorerie  prepares  tous  les  mois  par  le  ministere  des  Finances.  Ces 
livres  indiquent  les  fonds  reellement  depenses  a  ce  jour  et  par  mois,  a  1'egard  de  chaque 
programme  important,  et  les  depenses  prevues,  par  mois,  jusqu'a  la  fin  de  l'annee  financie- 
re.  Le  ministere  des  Finances  prepare  ces  livres  dans  le  cadre  de  la  fonction  qui  lui  incombe 
de  determiner  les  besoins  de  caisse  a  court  et  a  moyen  terme.  Le  ministere  des  Approvision- 
nements  et  Services  fournit  des  chiffres  a  jour  sur  les  depenses  reelles.  Les  ministeres 
presentent  directement  au  ministere  des  Finances  des  previsions  de  depenses  pour  le  reste 
de  l'annee.  Ces  previsions  sont  rajustees  pour  tenir  compte  des  propres  projections  du 
ministere  des  Finances,  qui  se  fondent  sur  l'experience  acquise  ainsi  que  sur  les  facteurs 
economiques  actuels  et  futurs.  Lorsque  les  ministeres  ne  transmettent  pas  leurs  previsions 
mensuelles  de  caisse,  le  ministere  des  Finances  se  fonde  sur  les  previsions  du  mois  precedent 
ou  sur  ses  propres  previsions  pour  etablir  son  livre  d 'information  sur  les  previsions  de  caisse. 
Le  Secretariat  du  Conseil  du  tresor  n 'utilise  apparemment  pas  ce  document  pour  controler 
les  depenses  des  ministeres  ou  en  faire  rapport. 

4.41  En  outre,  la  direction  des  programmes  recoit  un  rapport  trimestriel  sur 
l'utilisation  des  annees-hommes  et  une  prevision,  par  trimestre,  pour  le  reste  de  l'annee. 

4.42  Les  fonctions  de  la  direction  des  programmes,  ainsi  que  decrites  par  le 
Secretariat  du  Conseil  du  tresor,  comprennent  l'obligation  d'«examiner  les  programmes 
approuves  en  vue  d 'assurer  une  gestion  efficace  des  depenses,  y  compris  le  controle  des 
depenses  en  fonction  des  allocations  fixees,  de  l'utilisation  des  annees-hommes  autorisees, 
de  l'organisation,  de  la  gestion  des  ressources  affectees  et  des  resultats  de  programme 
obtenus  en  conformite  avec  les  plans  de  mise  en  oeuvre».  Ces  taches  d 'evaluation  sont 
essentielles  au  fonctionnement  de  tout  systeme  d'etablissement  de  budgets;  cependant,  la 
direction  des  programmes  ne  dispose  d'aucun  systeme  officiel,  autre  que  celui  des  rapports 
trimestriels  sur  les  effectifs,  pour  s'acquitter  de  cette  fonction.  On  ne  lui  accorde  qu'une 
faible  priorite,  et  les  efforts  deployes  pour  controler  l'utilisation  des  ressources  affectees  sont 
rares  et  determines  par  les  besoins  du  moment. 

4.43  Le  Conseil  du  tresor  n'a  pas  assume  la  responsabilite  statutaire  qui  lui 
incombe  en  ce  qui  touche  la  surveillance  generate  des  depenses  des  ministeres.  Ainsi,  les 
sous-chefs  se  voient  deleguer  une  vaste  autorite  sans  qu'aucun  moyen  centralise  efficace  ne 
les  oblige  a  rendre  compte  de  leurs  actes.  Compte  tenu  de  l'organisation  actuelle  de  la 
direction  des  programmes,  il  serait  difficile  d'y  centraliser  un  controle  efficace  des  depenses 
des  ministeres.  La  direction  des  programmes  est  un  service  compact,  auquel  on  a  donne  a 
dessein  une  ampleur  restreinte  pour  y  assurer  la  souplesse  voulue  et  l'efficacite  des  commu- 
nications internes;  en  outre,  la  direction  doit  faire  face  aux  pressions  dues  a  des  delais 
incessants.  Les  exigences  d'une  surveillance  minutieuse  ne  correspondent  pas  au  niveau  de 
competence  et  de  formation  du  personnel  de  la  direction  des  programmes. 
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4.44  Non  seulement  chaque  ministere  devrait-il  exercer  un  controle  efficace  sur  les 
fonds  que  lui  accorde  le  Parlement,  mais  encore  le  gouvernement  dans  son  ensemble 
devrait,  lui  aussi,  surveiller  ses  depenses  prevues  et  reelles.  A  cette  fin,  il  est  indispensable 
d'avoir,  a  l'echelle  de  l'administration  federate  toute  entiere,  une  forme  quelconque  de 
controle  budgetaire  et  de  rapports  financiers. 

4.45  II  faudrait  qu'un  organisme  central  ait  la  tache  de  controler  minutieusement 
les  depenses  ministerielles  a  la  lumiere  de  l'information  etayant  le  Budget  des  depenses 
approuve.  Cet  organisme  devrait  exiger  que  chaque  ministere  lui  fournisse  certains  rensei- 
gnements  financiers  normalises,  accompagnes  d'une  copie  des  rapports  financiers  que  cha- 
que ministere  communique  a  son  propre  sous-chef.  Les  ecarts  importants  entre  les  resultats 
reels  et  les  resultats  prevus  devraient  faire  Pobjet  d'un  examen  approfondi.  Afin  de  pouvoir 
bien  comprendre  le  sens  des  renseignements  financiers  qui  lui  sont  fournis,  le  personnel  de 
l'organisme  devraient  se  familiariser  avec  les  budgets  detailles  d 'exploitation  et  avec  les 
operations  des  ministeres.  Ces  renseignements  seraient  prepares  tous  les  mois,  de  maniere  a 
informer  le  Conseil  du  tresor  des  ecarts  prevus,  ce  qui  faciliterait  l'adoption  de  toutes 
mesures  correctives  jugees  necessaires. 

4.46  II  faudrait  preparer  un  rapport  mensuel  fonde  sur  Vanalyse  des  budgets  et  des 
depenses  des  ministeres,  ainsi  que  sur  les  ecarts,  de  facon  que  le  Conseil  du  tresor  puisse 
prendre  des  mesures  pour  contrdler  les  depenses  en  trop  ou  pour  bloquer  les  ressources 
excessives. 
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V  SYSTEMES  COMPTABLES 

5.1  Le  gouvernement  federal  possede  deux  systemes  principaux  de  traitement 
centralise  de  Finformation  financiere:  le  systeme  comptable  general  et  celui  de  la  paie  du 
ministere  des  Approvisionnements  et  Services  (M.A.S.).  Bien  que  les  deux  systemes  soient 
integres  dans  la  mesure  ou  les  renseignements  sur  les  depenses  sont  finalement  consignee 
dans  les  memes  comptes,  ils  sont  independants  et  seront  done  etudies  separement  dans  le 
present  chapitre. 

SYSTEME  COMPTABLE  GENERAL  DU  MINISTERE  DES 
APPROVISIONNEMENTS  ET  SERVICES  (M.A.S.) 

5.2  La  loi  instituant  le  ministere  des  Approvisionnements  et  Services  habilite 
celui-ci  a  fournir  aux  ministeres  et  organismes  les  services  communs  necessaires  au  soutien 
de  toutes  leurs  activites,  y  compris  celles  qui  ont  trait  a  la  comptabilite,  a  la  gestion  de  la 
tresorerie  et  au  traitement  des  donnees.  La  responsabilite  statutaire  en  ce  qui  touche  la 
tenue  des  comptes  centraux  du  Canada  incombe  au  Receveur  general  du  Canada.  Comme 
le  Ministre  des  Approvisionnements  et  Services  cumule  les  fonctions  de  Receveur  general  du 
Canada,  son  ministere  a  deux  mandats  a  remplir  en  ce  qui  concerne  ses  systemes 
comptables. 

Description  du  systeme 

5.3  Le  traitement  de  Finformation  comptable  et  la  preparation  de  rapports 
financiers  a  partir  des  donnees  emanant  du  systeme  comptable  central,  commence  par  un 
depot  au  comptant  ou  Fetablissement  d'un  cheque  dans  Fun  des  divers  bureaux  que 
possede  le  M.A.S.  dans  les  districts,  regions  ou  la  Capitale  nationale  et  oil  Foperation  de 
caisse  est  enregistree.  Les  ministeres  et  organismes  transmettent  les  donnees  comptables  de 
base  en  lots  aux  bureaux  de  service  du  M.A.S.,  a  diverses  dates,  au  cours  du  mois.  Les  lots 
peuvent  comporter  des  demandes  d 'emission  de  cheques,  des  recus  de  fonds,  des  corrections 
ou  rajustements  de  Finformation  deja  existante,  ou  des  donnees  non  financieres  de  nature 
statistique.  Les  donnees  extraites  des  lots  sont  alors  codees,  generalement  sur  ruban  magne- 
tique,  et  transmises  au  centre  de  traitement  des  donnees  a  Ottawa.  Si  la  matiere  a  traiter 
comporte  des  demandes  de  paiement,  les  cheques  sont  etablis  par  les  bureaux  locaux. 

5.4  Chaque  fois  qu'il  y  a  lieu,  les  donnees  de  base  etablies  par  les  ministeres 
indiquent  le  rapport  qui  existe  entre  les  transactions  et  les  credits  votes  par  le  Parlement.  En 
outre,  ces  transactions  sont  classees  en  fonction  des  affectations  determinees  par  le  Conseil 
du  tresor,  selon  les  comptes  de  couts  specifies  par  les  ministeres  pour  leur  propre  informa- 
tion et  les  autres  comptes  expressement  destines  a  fournir  des  donnees  aux  organismes 
centraux.  Les  ordinateurs  rendent  cette  saisie  de  donnees  a  destination  multiple  non  seule- 
ment  pratique,  mais  economique.  Toutefois,  ce  systeme  merae  s'il  a  ete  modernise  quelque 
peu  par  rapport  a  la  conception  qu'on  s'en  etait  faite  a  la  fin  des  annees  cinquante  ou  au 
debut  des  annees  soixante,  fait  encore  appel  a  bon  nombre  des  procedures  et  methodes  de 
cette  epoque  mixte  de  traitement  mecanique  et  de  traitement  electronique. 
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5.5  Le  M.A.S.  fournit  aux  ministeres  trois  genres  d'etats  financiers: 

des  etats  recapitulatifs  de  tresorerie,  etayes  de  listes  detaillees  des  transactions, 
indiquent  les  depenses,  les  recettes  et  les  rajustements.  Le  M.A.S.  produit  tous  les 
mois  environ  2,400  etats  de  ce  genre  pour  les  ministeres  et  organismes  clients; 

des  etats  de  gestion  et  de  soutien  de  la  gestion,  etablis  dans  les  limites  du  systeme 
central,  mais  en  conformite  des  exigences  des  ministeres  et  des  organismes,  fournis- 
sent  le  detail  ou  la  recapitulation  des  recettes  et  des  depenses  de  la  periode  compta- 
ble  visee  et  depuis  le  commencement  de  l'annee,  par  secteur  de  responsabilite.  Ces 
etats  comparent  souvent  les  donnees  reelles  avec  les  montants  prevus,  et  peuvent 
aussi  indiquer  separement  les  engagements,  les  sommes  courues  et  les  donnees 
statistiques,  ou  les  indiquer  suivant  les  modifications  des  donnees  de  tresorerie. 
Quelque  2,000  etats  de  ce  genre  sont  produits  a  la  fin  du  mois;  et 

un  systeme  connu  sous  le  sigle  S.I.O.C.  (Systeme  d 'information  des  organismes 
centraux)  produit  des  rapports  sur  l'ensemble  de  l'administration  federate.  Le 
S.I.O.C.  a  ete  con<ju  pour  fournir  des  renseignements  financiers  aux  organismes 
centraux,  notamment  le  ministere  des  Finances,  Statistique  Canada  et  la  Banque  du 
Canada,  le  Receveur  general  en  etant  un  principal  usager.  Le  systeme,  qui  extrait  des 
donnees  des  comptes  des  ministeres,  produit: 

•  une  serie  d'etats  provenant  du  grand  livre,  lesquels  constituent  la  source  des  etats 
mensuels  qui  paraissent  dans  la  Gazette,  ainsi  que  quelques-unes  des  donnees  du 
premier  volume  des  Comptes  publics;  et 

•  diverses  listes  d 'operations  de  caisse  et  divers  etats  de  depenses  pour  la  gestion  de 
la  tresorerie  et  a  des  fins  statistiques. 

5.6  Bien  que  la  description  qu'on  vient  de  donner  du  systeme  comptable  s'appli- 
que  a  celui  de  la  plupart  des  ministeres  et  organismes,  quelques  ministeres  ont  pris  des 
dispositions  speciales.  Par  exemple,  pour  des  raisons  de  securite  et  pour  repondre  a  des 
besoins  speciaux  de  renseignements,  le  M.A.S.  a  etabli  des  bureaux  d 'emission  de  cheques 
aux  sieges  du  ministere  de  la  Defense  nationale  et  de  la  Gendarmerie  royale  du  Canada. 
Cependant,  la  plupart  des  rapports  de  gestion  sont  etablis  dans  les  services  du  bureau 
central  de  ces  ministeres  plutot  que  par  l'ordinateur  principal  qu'exploite  le  M.A.S.  Les 
renseignements  courants  qui  doivent  figurer  dans  les  comptes  centraux  sont  conserves  sur 
des  documents  se  pretant  a  la  lecture  electronique  pour  transmission  au  systeme  informati- 
que  central. 

Lien  avec  les  systemes  ministeriels  distincts 

5.7  Un  certain  nombre  de  ministeres  ont  cherche  les  moyens  de  remettre  a  leurs 
gestionnaires  des  renseignements  plus  exacts  et  en  temps  plus  utile.  Environ  70%  des 
ministeres  examines  ont  mis  sur  pied  ou  sont  en  train  d'elaborer  des  systemes  distincts  de 
rapports  propres  a  satisfaire  la  totalite  ou  une  partie  de  leurs  propres  besoins.  Dans  bien  des 
cas,  cette  pratique  les  contraint  a  produire  en  double  les  donnees  de  base  destinees  au 
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M.A.S.  et  a  les  traiter  a  l'aide  de  leur  propre  ordinateur  ou  d'ordinateurs  de  l'exterieur.  Le 
M.A.S.  poursuit  son  propre  traitement  des  donnees  et,  a  moins  d'avis  contraire,  presente  ses 
rapports  aux  ministeres.  Les  ministeres  concilient  alors  lews  operations  comptables  traitees 
par  leur  propre  ordinateur  avec  celles  qui  ont  ete  traitees  par  le  M.A.S.  Certains  ministeres 
dotes  de  systemes  distincts  de  rapports  negligent  de  concilier  leurs  inscriptions  d 'operations 
de  caisse  avec  celles  du  M.A.S.,  de  sorte  que  des  erreurs  peuvent  se  glisser  dans  la  reparti- 
tion des  inscriptions  comptables  dans  un  systeme  ou  les  deux  et  passer  inaper^ues  pendant 
un  certain  temps. 

5.8  Voici  les  causes  de  discordances  entre  les  donnees  fournies  par  les  systemes 
des  ministeres  et  celles  du  systeme  central  du  M.A.S.: 

les  ministeres  enregistrent  les  couts  salariaux  a  partir  des  memes  listes  de  paie  que  le 
M.A.S.,  mais  les  listes  de  paie  du  M.A.S.  ne  sont  pas  controlees  d'une  maniere  qui 
permette  de  s'assurer  que  les  memes  donnees  d'entree  s'inserent  dans  les  deux 
systemes; 

les  ministeres  corrigent  souvent  les  erreurs  de  codage  des  donnees  de  base  pendant  la 
meme  periode  comptable  oil  elles  se  produisent,  tandis  que  le  M.A.S.  rejette  les 
transactions,  si  les  corrections  ne  lui  parviennent  pas  a  temps,  et  les  inscrit  comme 
articles  non  applicables  aux  fins  de  les  corriger  et  de  les  inscrire  dans  une  periode 
comptable  subsequente;  et 

d'ordinaire,  le  systeme  du  M.A.S.  englobe  toutes  les  inscriptions  de  journal  preparees 
a  l'exterieur,  et  le  systeme  du  ministere  enregistre  toutes  les  inscriptions  preparees 
chez  eux;  cependant  le  contraire  n'est  pas  toujours  vrai. 

Limitations  du  systeme  central 

5.9  Les  objectifs  officiels  du  systeme  comptable  central  sont  de  «fournir  aux 
gestionnaires  tant  des  organismes  centraux  que  des  ministeres  des  renseignements  quanti- 
fiables  sur  la  gestion  des  finances,  du  personnel  et  des  operations ».  Le  systeme  est  done 
conc,u  pour  fournir: 

des  donnees  sur  les  revenus,  y  compris  les  sommes  correctement  defalquees  des 
depenses; 

-  l'analyse  des  depenses  par  credit,  par  programme,  par  activite,  par  article  et  par 
responsabilite,  avec  comparaisons  au  budget; 

-  des  analyses  de  couts,  de  l'information  statistique,  des  donnees  sur  la  mesure  du 
rendement  et  sur  l'effectif; 

-  des  informations  servant  au  controle  de  l'actif  et  du  passif,  a  l'intention  des  organis- 
mes centraux  et  des  ministeres;  et 

-  la  souplesse  necessaire  pour  integrer  les  controles  relies  aux  affectations,  aux  engage- 
ments et  d'autres  controles  budgetaires. 
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5.10  Les  objectifs  refletent  des  pratiques  judicieuses  de  gestion  financiere;  cepen- 

dant,  ils  ne  sont  pas  atteints  a  cause  d'un  certain  nombre  de  facteurs.  Par  exemple: 

-  la  liaison  entre  les  ministeres  et  le  M.A.S.  doit  etre  renforcee  parce  que: 

•  souvent  les  agents  de  liaison  ne  demeurent  pas  au  M.A.S.  assez  longtemps  pour 
bien  comprendre  les  possibilites  du  systeme  de  rapports  financiers,  de  sorte  que 
certains  ministeres  clients  n'utilisent  pas  le  systeme  au  mieux  de  leurs  interets; 

•  il  y  a  eu  tendance  a  apporter  les  changements  demandes  aux  systemes  fournissant 
des  rapports  aux  ministeres  et  organismes  sans  une  mise  a  l'epreuve  suffisante,  ce 
qui  a  entraine  des  retards,  des  frais  injustifies  et  du  mecontentement  des  ministeres 
clients  a  l'egard  du  systeme  du  M.A.S.; 

•  a  part  les  instructions  du  guide  de  l'usager  sur  la  facon  de  preparer  les  donnees 
d'entree  du  systeme  de  rapports  financiers,  il  n'existe  pas  d 'expose  general  du 
systeme  et  de  ses  possibilites  qui  puisse  aider  les  agents  de  liaison  et  les  ministeres 
a  le  mieux  comprendre.  Bien  que  certains  elements  du  systeme  de  rapports  finan- 
ciers aient  fait  Pobjet  d 'explications  ecrites,  il  faudrait  que  le  systeme  lui-meme 
soit  explicite  et  presente  sous  une  forme  globale  facile  a  comprendre;  et 

•  les  demandes  de  rapports  speciaux  emanant  des  ministeres  clients  n'ont  pas  ete 
bien  evaluees  du  point  de  vue  des  couts  et  des  avantages.  II  s'ensuit  que,  dans 
quelques  cas,  des  changements  ont  ete  faits  sans  guere  de  justification  du  point  de 
vue  economique; 

-  le  systeme  ne  produit  pas  facilement  les  renseignements  necessaires  a  la  gestion, 
parce  qu'il  n'a  pas  ete  conc,u  pour  recapituler  les  donnees  financieres  cles,  sauf  a  la 
fin  de  la  periode  comptable.  De  plus,  l'accroissement  du  volume  des  operations 
comptables  a  ralenti  la  distribution  des  rapports  au  point  que  certains  gestionnaires 
ne  recoivent  leurs  rapports  qu 'entre  le  15  et  le  20  du  mois  suivant,  meme  si  l'arrete 
comptable  des  transactions  inscrites  aux  etats  s'est  fait  dans  les  huits  derniers  jours 
ouvrables  du  mois  precedent.  Les  etats  ne  correspondent  pas  a  un  mois  civil,  c'est-a- 
dire  a  la  periode  de  couverture  qu'ils  indiquent; 

-  la  distribution  des  rapports  aux  ministeres  et  aux  organismes  cloche.  Le  centre 
informatique  du  M.A.S.  ofTre  un  service  d 'expedition  direct,  mais  seulement  douze 
ministeres  l'utilisent.  II  se  peut  qu'un  manque  de  ressources  au  sein  du  M.A.S.  ait 
empeche  les  ministeres  d'utiliser  davantage  ce  service.  Les  etats  destines  aux  autres 
ministeres  et  organismes  sont  expedies  en  vrac  a  des  bureaux  situes  a  Ottawa  pour 
que  ceux-ci  les  distribuent  a  Ottawa  et  aux  bureaux  exterieurs.  Cette  etape  interme- 
diaire  risque  de  retarder  jusqu'a  deux  semaines  la  distribution  des  etats  aux 
gestionnaires; 

-  les  exigences  en  matiere  de  donnees  d'entree  n'ont  pas  ete  suffisamment  normali- 
sees;  il  en  resulte  certains  problemes.  Entre  autres: 

•  le  M.A.S.  n'a  qu'un  controle  restreint  sur  la  frequence  de  transmission  des  donnees 
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d'entree  des  ministeres.  La  plupart  des  donnees  ne  sont  transmises  que  vers  la  fin 
du  mois,  ce  qui  contribue  a  creer  des  periodes  d'encombrement  dans  le  service 
informatique  et  a  retarder  l'etablissement  des  etats; 

•  le  bloc  de  codage  utilise  pour  etablir  les  depenses  des  ministeres,  par  programme, 
par  credit,  par  centre  de  responsabilite  et  par  nature  a  ete  uniformise  il  y  a 
plusieurs  annees,  de  maniere  a  comporter  25  chiffres.  Toutefois,  il  existe  une 
uniformisation  minimale  a  l'interieur  du  bloc  de  codage.  Par  consequent,  les 
ministeres  et  les  organismes  utilisent  des  longueurs  de  codes  tres  variees,  allant 
d'un  minimum  de  quatre  chiffres  a  un  maximum  de  25.  Le  nombre  moyen  qu'uti- 
lisent  bon  nombre  de  ministeres  semble  etre  de  12  a  15.  Des  blocs  de  codage  de 
cette  longueur  entrainent  facilement  des  erreurs,  dont  la  correction  coute  deraison- 
nablement  cher;  et 

•  en  raison  du  manque  de  blocs  uniformes  de  codage,  le  personnel  des  bureaux  de 
service  du  M.A.S.  peut  difficilement  utiliser  des  sous-programmes  d'ordinateur 
pour  deceler  les  erreurs  a  la  source; 

les  sous-programmes  destines  a  alimenter  l'ordinateur  en  donnees  de  base  se  ressen- 
tent  des  dirficultes  suivantes: 

•  les  installations  de  tranmission  sont  restreintes  pour  ce  qui  est  du  transfert  des 
donnees  entre  les  ordinateurs  regionaux  et  l'ordinateur  central.  On  a  done  attribue 
a  chaque  bureau  regional  de  service  une  periode  determinee  pour  transmettre  ses 
donnees  selon  un  calendrier  controle.  Le  volume  des  donnees  transmises  est  si 
considerable  que  la  transmission  des  donnees  dans  les  deux  sens  a  ete  jugee  non 
pratique,  vu  la  capacite  actuelle  du  systeme.  La  transmission  a  sens  unique  ne 
permet  pas  d 'utiliser  les  installations  pour  retransmettre  aux  bureaux  regionaux 
les  donnees  erronees  pour  qu'elles  soient  promptement  corrigees;  et 

•  le  systeme  de  mise  en  memoire  et  de  tenue  a  jour  du  fichier  est  essentiellement 
sequentiel,  ce  qui  rend  impossibles  une  selection  et  analyse  aleatoires  etendues. 
Bien  que  Ton  assure  un  certain  traitement  quotidien  et  hebdomadaire  du  fichier 
pour  reduire  les  surcroits  de  travail  en  fin  de  mois,  la  plupart  des  donnees  sont 
conservees  sous  une  forme  detaillee  jusqu'a  la  production  des  etats,  ce  qui  signifie 
que  l'information  est  recapitulee  en  une  seule  fois; 

les  rapports  emanant  du  systeme,  comportent  les  lacunes  suivantes: 

•  les  ministeres  et  les  organismes  recoivent  toujours  des  listes  de  leurs  transactions 
(recettes,  depenses  et  rajustements),  en  meme  temps  que  des  resumes  de  ces 
donnees,  conformement  a  des  prescriptions  predeterminees.  Les  rapports  de  natu- 
re diverse:  etats  de  tresorerie,  de  gestion  et  de  soutien  de  la  gestion,  renferment  des 
renseignements  qui  se  repetent.  Rarement  fournissent-ils  des  donnees  financieres 
completes  sur  les  couts  des  services,  des  travaux  ou  d'autres  exploitations.  En 
outre,  il  arrive  souvent  que  les  comparaisons  de  ces  donnees  avec  celles  du  budget 
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sont  vaines,  parce  qu'il  est  difficile  de  s 'assurer  que  les  couts  reels  et  les  couts 
budgetises  correspondent  a  la  meme  periode  flnanciere; 

•  etant  donne  la  diversite  des  points-d 'arret  les  etats  englobent  souvent  des  opera- 
tions se  rapportant  a  au  moins  deux  periodes  comptables.  Par  exemple,  les  don- 
nees reliees  aux  depenses  peuvent  comprendre  la  periode  allant  du  24  d'un  mois 
au  23  du  mois  suivant;  celles  de  la  liste  de  paie  peuvent  s'appliquer  jusqu'au  26; 
les  rajustements  peuvent  avoir  trait  a  des  donnees  applicables  40  a  60  jours  avant 
la  periode  courante; 

•  les  donnees  indispensables  a  l'etablissement  des  comptes  centraux  du  Canada  sont 
les  dernieres  de  celles  qu'il  faut  grouper  dans  le  cycle  de  production  et  ne  sont  pas 
disponibles  avant  le  milieu  du  mois  suivant;  et 

•  les  etats  du  systeme  d 'information  des  organismes  centraux  (S.I.O.C.)  ne  fournis- 
sent  pas  de  comparaisons  avec  le  budget  annuel,  ni  guere  de  renseignements  sur 
les  articles  non  budgetaires. 

5.11  Le  M.A.S.  est  conscient  de  ces  problemes.  II  a  examine  les  moyens  d'amelio- 
rer  la  situation  et  il  a  demande  des  fonds  au  Conseil  du  tresor  a  cette  fin.  Les  changements 
apportes  au  systeme  comptable  du  M.A.S.  pendant  l'annee  flnanciere  prenant  fin  au  31 
mars  1975  n'etaient  pas  de  nature  a  permettre  aux  ministeres  de  resoudre  nombre  de  leurs 
problemes  lorsqu'il  s'agit  de  fournir  des  renseignements  plus  exacts  et  en  temps  plus  utile.  II 
se  peut  que  le  manque  de  ressources  necessaires  pour  corriger  les  lacunes  actuelles  ait 
entrave  les  efforts  du  M.A.S.  visant  a  realiser  des  ameliorations  importantes. 

5.12  Le  systeme  est  relativement  souple  et  peut  fournir  aux  gestionnaires  et  aux 
organismes  centraux  des  renseignements  sur  les  budgets,  les  couts  et  les  mesures  du  rende- 
ment,  aussi  bien  que  des  donnees  de  tresorerie,  mais  ces  possibilites  sont  peu  ou  mal 
utilisees.  Le  mecontentement  des  ministeres  et  des  organismes  clients  qui  qualifient  les 
donnees  d'inexactes  et  d'inopportunes  porte  atteinte  a  la  valeur  du  systeme.  Pour  que  la 
gestion  flnanciere  soit  amelioree,  il  faut  que  les  gestionnaires  disposent  des  donnees  finan- 
cieres  dont  ils  ont  besoin  pour  controler  et  etre  controles,  de  facon  a  pouvoir  etablir  d'autres 
programmes  d 'action  qui  leur  permettent  d'atteindre  les  objectifs  de  leur  activite  ou  de  leur 
programme  sans  depasser  leur  budget. 

5.13  Comme  les  ministeres  ne  recoivent  pas  les  donnees  necessaires  en  temps 
voulu,  bon  nombre  d'entre  eux  se  sont  dotes  de  systemes  auxiliaires.  Ce  dedoublement 
d 'efforts  est  coiiteux,  car  les  ministeres,  les  organismes  et  le  M.A.S.  s'occupent  tous  les  trois 
de  faire  les  operations  d 'entree,  de  traiter  les  donnees,  de  fournir  des  rapports,  d 'analyser 
les  causes  des  ecarts  et  de  corriger  les  erreurs. 

5.14  D'apres  nos  examens,  les  ministeres  qui  semblent  les  plus  satisfaits  de  leurs 
services  comptables  et  de  rapports  de  gestion  sont  ceux  qui  recoivent  des  services  speciaux 
du  M.A.S.  ou  ceux  qui  sont  independants  du  systeme  de  celui-ci  et  qui  ne  lui  fournissent  que 
les  donnees  indispensables  a  Petablissement  des  comptes  centraux. 
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Possibilites  d'amelioration 

5.15  Un  comite  interministeriel  a  redige,  en  octobre  1974,  un  rapport  qui  exposait 
la  plupart  des  lacunes  et  qui  proposait  un  plan  d 'action.  En  resume,  le  rapport  recomman- 
dait  un  certain  nombre  de  mesures  a  prendre  pour: 

-  assurer  la  presentation  des  rapports  presentes  aux  ministeres  et  aux  organismes  en 
temps  plus  utile; 

ameliorer  l'exactitude  des  rapports; 

accroitre  la  souplesse  generate  du  systeme  de  rapports;  et 

-  prevoir  les  besoins  en  matiere  de  comptabilite  d'exercice,  d'etablissement  du  budget, 
des  programmes  d 'analyses  de  l'actif  et  du  passif  et  d 'analyse  de  tresorerie. 

5.16  Le  comite  prevoit  qu'il  en  coutera  quelque  $3.5  millions  au  cours  des  cinq 
prochaines  annees  si  Ton  apporte  aux  systemes  les  ameliorations  projetees.  En  outre,  le  prix 
de  la  mise  au  point  d'un  systeme  central  d'etablissement  de  rapports,  travail  qui  ferait 
partie  integrante  du  plan  d'action,  s'eleverait  a  $2.3  millions.  Le  comite  a  propose  une 
nouvelle  conception  du  systeme  qui  fait  appel  aux  memes  principes  que  ceux  du  systeme 
actuel  selon  lesquels  le  M.A.S.  traite  et  etablit  les  rapports  de  comptabilite  et  de  gestion  de 
tous  les  ministeres  a  titre  de  service.  En  raison  de  son  mandat,  le  comite  n'a  pas  cherche 
serieusement  d'autres  formules  qui  lui  permettraient  d'accelerer  la  presentation  des  rap- 
ports en  temps  utile  et  de  rapprocher  davantage  de  la  fin  du  mois  les  dates  d 'arret  du 
traitement  des  donnees.  Par  exemple: 

•  les  ministeres  dotes  de  systemes  comptables  et  de  traitement  des  donnees  pour- 
raient  preparer  toutes  leurs  propres  donnees  financieres,  pourvu  qu'ils  fournissent 
aux  bureaux  de  service  du  M.A.S.  les  donnees  pour  la  preparation  des  cheques  et 
autres  renseignements  d'ordre  financier  et  statistique  necessaires  a  l'etablissement 
des  comptes  centraux.  Selon  cette  formule,  le  M.A.S.  continuerait  a  preparer  les 
cheques  et  a  inscrire  les  donnees  de  tresorerie  et  autres  donnees  fournies  par  les 
ministeres  dans  les  comptes  centraux:  et 

•  le  Receveur  general  pourrait  deleguer  les  responsabilites  de  la  preparation  des 
cheques  aux  ministeres  dotes  de  systemes  comptables  et  de  traitement  des  donnees 
et  qui  demontrent  qu'ils  peuvent  assurer,  au  nom  du  Receveur,  des  controles 
internes  suffisants  sur  les  decaissements.  Selon  ce  systeme,  les  ministeres  assume- 
raient  l'entiere  responsabilite  de  la  preparation  de  leurs  propres  rapports  finan- 
ciers et  de  celle  de  leurs  propres  donnees  d 'entree  pour  les  comptes  centraux, 
d'une  maniere  qui  convienne  au  Receveur  general.  Le  M.A.S.  continuerait  d'etre 
responsable  de  la  compensation  des  cheques  et  du  controle  de  toutes  les  sommes 
prelevees  sur  le  Fonds  du  revenu  consolide  ou  qui  y  sont  versees. 

5.17  Selon  l'un  ou  l'autre  de  ces  systemes,  les  ministeres  et  organismes  qui  n'ont 
pas  les  services  necessaires  pour  traiter  leurs  propres  donnees  comptables  continueraient  de 
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le  faire  selon  le  meme  arrangement  que  celui  qui  existe  actuellement.  En  d'autres  termes,  le 
M.A.S.  fournirait  un  service  comptable  qui  utiliserait  les  documents  de  base  des  ministeres, 
mais  qui  seraient  prepares  selon  la  forme  normalisee. 

5.18  Une  autre  formule  que  Ton  pourrait  envisager  consisterait  a  utiliser  les 
bureaux  de  service  regionaux  du  M.A.S.  pour  preparer  les  donnees  de  gestion  des  ministeres 
et  des  organismes.  Cela  comporterait  un  plus  vaste  emploi  des  communications  entre  les 
services  informatiques  des  bureaux  central  et  regionaux,  afin  de  reunir  les  donnees  destinees 
au  bureau  central  des  ministeres  et  de  s 'assurer  que  les  etats  des  centres  de  responsabilite 
produits  dans  les  regions  sont  rectifies  de  maniere  a  refleter  les  inscriptions  comptables 
provenant  des  divers  services  du  bureau  central.  De  plus,  il  faudrait  insister  davantage  sur  le 
controle  de  la  validite  des  donnees  emanant  des  ministeres,  au  moment  de  leur  introduction 
dans  le  systeme  de  traitement,  plutot  que  d'exercer  ce  controle  seulement  apres  la  reception 
des  donnees,  a  Ottawa,  comme  cela  se  fait  actuellement. 

5.19  Chacun  des  systemes  proposes  suppose  une  certaine  forme  de  decentralisa- 
tion. Cependant,  aucun  d'eux  n'implique  une  reduction  des  attributions  du  Receveur 
general,  soit: 

administrer  le  Fonds  du  revenu  consolide; 

fournir  quotidiennement  aux  organismes  centraux  des  analyses  des  entrees  et  des 
sorties  de  fonds  et  des  autres  transactions  interessant  le  Fonds  du  revenu  consolide; 

fournir  quotidiennement  a  la  Banque  du  Canada  une  analyse  des  cheques  en  devises 
etrangeres,  de  la  compensation  de  cheques,  etc.; 

fournir  aux  ministeres  des  etats  de  solde  de  leurs  credits  et  autres  comptes  de 
controle; 

-     etablir  les  etats  mensuels  qui  paraissent  dans  la  Gazette;  et 

fournir  des  analyses  de  depenses,  par  classe  d'objet  economique  et  autres  classes 
semblables,  au  besoin. 

5.20  Le  cout  des  programmes  proposes  de  saisie  des  donnees  et  de  preparation  des 
rapports  devrait  aussi  etre  evalue  par  rapport  a  celui  que  comporteraient  les  ameliorations 
et  la  nouvelle  conception  des  systemes  actuels  qui,  s'ils  sont  approuves,  atteindrait  environ 
$5.8  millions  au  cours  d'une  periode  de  cinq  ans.  De  plus,  en  pesant  le  pour  et  le  contre  des 
programmes  possibles  envisages,  il  faudrait  evaluer  la  qualite  relative  des  systemes  ministe- 
riels  qui  ont  ete  appliques  ou  qui  sont  en  voie  d'etre  adoptes,  afin  de  parer  aux  deficiences 
du  systeme  d'etablissement  de  rapports  du  M.A.S.  II  conviendrait  en  outre  de  determiner  ce 
qu'il  en  couterait  pour  que  les  systemes  ministeriels  repondent  aux  exigences  essentielles  de 
la  preparation  des  donnees  centrales.  Quoi  qu'il  en  soit,  a  moins  d'entreprendre  une 
evaluation  de  la  formule  plus  decentralisee,  on  ne  saurait  avoir  l'assurance  que  la  proposi- 
tion qu'a  fait  valoir  le  comite  interministeriel  est  la  meilleure  solution  pour  repondre,  a  un 
cout  raisonnable,  aux  normes  concernant  l'exactitude  et  la  periodicite  des  rapports. 
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5.21  Void  quelques-uns  des  avantages  qui  decouleraient  le  plus  vraisemblable- 
ment  de  la  mise  au  point  d'un  moyen  decentralise  pour  produire  des  systemes  ministeriels 
de  comptabilite  et  de  rapports  connexes: 

-  1'etablissement  des  rapports  des  ministeres  et  des  organismes  centraux  serait  accelere 
parce  que  plus  d'un  ordinateur  serait  mis  a  contribution  pour  recapituler  les  don- 
nees, ce  qui  eliminerait  les  problemes  lies  au  groupement  sequentiel  des  donnees 
dans  le  systeme  actuel; 

-  le  controle  des  liquidites  et  des  rapports  y  afferent  au  moyen  de  pieces  comptables  du 
Fonds  du  revenu  consolide  serait  maintenu; 

les  erreurs  seraient  decelees  et  corrigees  plus  rapidement,  parce  que  le  traitement 
decentralise  des  donnees  permettrait  de  controler  la  validite  des  donnees  des  leur 
introduction  dans  le  systeme  de  traitement;  et 

la  mise  sur  pied  des  S.M.R.E.  dans  les  ministeres  sur  une  base  qui  s'integrerait  aux 
comptes  financiers  serait  facilitee. 

5.22  II  y  aurait  evidemment  des  desavantages,  dont  les  plus  importants  sont  les 
suivants: 

dans  l'application  de  certains  systemes  proposes,  le  M.A.S.  aurait  moins  de  controle 
sur  la  qualite  et  la  date  de  transmission  des  donnees  provenant  des  ministeres. 
Neanmoins,  il  pourrait  y  avoir  amelioration  a  ces  egards,  puisque  les  ministeres  et  les 
organismes  devraient  etablir  des  normes  applicables  a  leurs  propres  systemes  et 
methodes  de  traitement,  plutot  que  de  les  faire  preciser  par  le  M.A.S. ;  et 

les  depenses  afferentes  a  la  remuneration  du  personnel  et  au  traitement  informatique 
risqueraient  d'augmenter,  mais  cela  n'est  pas  sur,  etant  donne  le  double  emploi  des 
systemes  mis  au  point  et  employes  par  bon  nombre  de  ministeres  et  d'organismes. 

5.23  Si  Ton  n'ameliore  pas  le  systeme  actuel,  les  critiques  persisteront  quant  aux 
dates  de  parution,  a  l'exactitude  et  au  contenu  des  rapports.  Dans  les  principaux  ministeres 
clients  on  met  ouvertement  en  doute  que  le  systeme  du  M.A.S.  puisse  etre  ameliore  ou  qu'il 
le  sera;  il  semble  done  fort  probable  que  le  nombre  des  systemes  independants  s'accroitra. 
Si  Ton  veut  maintenir  le  systeme  central  sur  sa  base  actuelle  et  en  attester  de  nouveau 
l'utilite  comme  moyen  de  service,  il  faut  prendre  des  mesures  pour  en  corriger  les  imperfec- 
tions. Selon  l'experience,  il  est  peu  probable  qu'on  parviendra  a  l'ameliorer  vraiment  sans 
adopter  un  mode  plus  decentralise  de  mise  au  point  du  systeme. 

5.24  II  faudrait  entreprendre  une  etude  aux  fins  de  decouvrir  le  meilleur  moyen  de 
produire  des  rapports  financiers  exacts  et  presentes  en  temps  voulu  pour  les  ministeres  et  les 
organismes. 
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SYSTEMES  DE  PAIE 

5.25  Le  systeme  de  paie  du  M.A.S.  verse  une  remuneration  a  plus  de  300,000 
fonctionnaires  et  employes  a  l'heure,  y  compris  le  personnel  civil  de  la  Gendarmerie  royale 
et  des  Forces  armees  du  Canada.  Les  charges  salariales  de  l'Etat  federal  representent  une 
depense  periodique  considerable  et  interviennent  pour  18%  dans  le  budget  federal.  Du 
point  de  vue  de  la  gestion  financiere,  les  services  de  paie  doivent  etablir  les  cheques  avec 
promptitude  et  efficacite  tout  en  s'assurant  que  les  donnees  salariales  sont  exactes,  en 
prenant  les  mesures  necessaires  pour  prevenir  les  fraudes  et  le  mesusage  de  fonds  et  en 
veillant  a  ce  que  les  depenses  n'excedent  pas  les  previsions  budgetaires. 

5.26  Les  services  de  paie  actuels  sont  regis  par  un  decret  du  conseil  emis  en  1969, 
conformement  aux  articles  46  et  47  de  la  Loi  sur  l'organisation  du  gouvernement.  Les 
articles  les  plus  importants  sont  les  suivants: 

«I1  incombe  au  ministre  (Approvisionne merits  et  Services)  de  fournir  les  services  ci-apres, 
administratifs  et  autres,  requis  pour  le  versement  de  la  remuneration  des  employes  de  la 
fonction  publique... 

«a)  la  verification  des  donnees  personnelles  pertinentes  communiquees  aux  bureaux  de  la  paie,  en 
vue  de  faire  commencer,  modifier  ou  cesser  le  versement  des  remunerations  et  la  deduction 
des  retenues; 

«b)  la  compilation  et  le  calcul  des  remunerations; 

«c)    le  controle  du  libelle  des  cheques,  leur  preparation  et  leur  conservation  jusqu'aux  dates 

d 'emission  predeterminees; 
«d)  la  production  des  etats  oil  sont  consignes  les  frais  complementaires  d 'etablissement  de  la  paie 

et  }a  ventilation  des  depenses;... » 

5.27  L'application  des  systemes  de  paie  suivants  permet  de  remplir  ce  mandat: 

-     les  systemes  centraux  de  paie  qui  etablissent  essentiellement  la  remuneration  de  tous 
les  employes  de  l'Etat  touchant  un  traitement  annuel; 

les  systemes  de  paie  regionaux  qui  s'occupent  surtout  d'etablir  la  remuneration  des 
employes  payes  a  l'heure;  et 

les  systemes  de  paie  de  la  Chambre  des  communes  et  de  Flmprimerie,  deux  petits 
systemes  de  paie,  mais  distincts. 

5.28  La  revision  des  systemes  de  paie  central  et  regionaux  appliques  par  le  M.A.S. 
s'impose  pour  repondre  aux  normes  elementaires  d'une  bonne  gestion  financiere.  C'est 
pourquoi  le  present  Rapport  s 'attache  surtout  aux  faiblesses  de  ces  deux  systemes  et 
propose  des  moyens  d'y  remedier.  Nous  n'avons  pas  examine  les  systemes  de  paie  de  la 
Chambre  des  communes  et  de  l'Imprimerie. 
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5.29  En  1969,  on  a  entrepris  d'elaborer  un  systeme  de  paie  modifie  devant 
remplacer  les  systemes  central  et  regionaux  pour  repondre  a  une  demande  expresse  d 'analy- 
se detaillee  des  donnees  sur  la  classification  du  personnel  et  satisfaire  au  besoin  de  rensei- 
gnements  sur  le  personnel  aux  fins  des  negotiations  collectives.  En  1 974,  on  a  mis  sur  pied 
un  projet  temoin  pour  faire  l'essai  du  nouveau  systeme  envisage.  Le  projet  temoin  a  pose 
tant  de  difficultes  qu'on  a  interrompu  la  conversion  au  nouveau  systeme  en  attendant  le 
resultat  de  la  reevaluation  detaillee  des  besoins  et  des  meilleurs  moyens  a  prendre  pour  y 
satisfaire.  A  la  suite  de  cette  reevaluation,  on  a  finalement  decide,  le  12  mars  1975,  d'arreter 
l'etude  du  nouveau  systeme  envisage.  Peu  d 'ameliorations  importantes  ont  ete  apportees 
aux  methodes  que  comporte  le  systeme  de  paie  actuel,  par  suite  des  travaux  de  revision 
majeurs  projetes. 

5.30  Le  caractere  repetitif  des  transactions  de  paie  rend  possible  l'emploi  de  sous- 
programmes  de  releve  des  exceptions.  Ainsi,  lorsqu'un  employe  est  inscrit  sur  la  liste  de 
paie,  sa  remuneration  fait  l'objet  d'un  traitement,  a  intervalles  reguliers,  jusqu'a  ce  que  le 
systeme  soit  informe  d'un  change ment  de  statut  de  cet  employe.  Le  calendrier  du  traitement 
et  de  l'expedition  des  cheques  par  le  systeme  central  est  actuellement  le  suivant: 

L'etablissement  des  cheques  commence  -  1 5  jours  avant  la  date  de  paie 

Les  cheques  sont  prets  a  poster  -  1 1  jours  avant  la  date  de  paie 

Ce  calendrier  ne  tient  pas  compte  du  temps  qu'il  faut  au  ministere  de  l'employe  pour  etablir 
les  donnees  sur  le  personnel  ni  celui  que  prend  le  M.A.S.  pour  traiter  et  enregistrer  les 
modifications.  Si  Ton  ajoute  ces  lacunes  au  calendrier  susmentionne,  de  30  a  40  jours 
peuvent  s'ecouler  entre  le  moment  ou  Ton  commence  a  modifier  les  donnees  salariales  d'un 
employe  et  celui  oil  ces  modifications  se  traduisent  sur  son  cheque.  Ce  delai  peut  etre  moins 
long  selon  la  priorite  donnee  a  la  transaction.  Ces  retards  que  subissent  Fenregistrement  ou 
la  rectification  des  depenses  salariales  est  un  des  elements  de  ces  depenses  qui  ne  figurent 
pas  a  temps  dans  les  rapports  financiers. 

5.31  On  utilise  une  formule  speciale  imprimee  a  1'avance  pour  reunir  les  renseigne- 
ments  servant  aux  systemes  de  paie.  Etablie  par  le  ministere  de  l'employe,  cette  formule 
renferme  une  vaste  gamme  d 'informations,  et  sauf  les  rajustements  pour  le  temps  supple- 
mentaire,  fournit  tous  les  autres  renseignements  necessaires  pour  ajouter  des  ecritures  au 
registre  de  paie  ou  en  retrancher. 

5.32  La  plupart  des  fonctionnaires  qui,  dans  les  ministeres,  s'occupent  du  traite- 
ment des  donnees  sur  la  paie,  s'acquittent  surtout  de  travaux  de  bureau  courants.  Lorsqu'on 
les  interroge  au  sujet  des  rajustements  de  salaire  ou  de  la  distribution  des  cheques  de  paie, 
ils  repondent  habituellement  que  ces  questions  relevent  du  centre  de  paie  du  M.A.S.  Le  fait 
de  s'en  remettre  indique,  dans  bien  des  cas,  que  la  responsabilite  ministerielle  est  mal 
assumee.  II  n'a  pas  ete  clairement  precise  si  c'est  aux  ministeres  ou  au  M.A.S.  qu'il  incombe 
d'exercer  un  controle  financier  adequat  sur  l'exactitude  du  calcul  de  la  remuneration  de 
l'employe  et  de  la  repartition  des  elements  de  celle-ci  dans  les  comptes  financiers. 
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5.33  Etant  donne  le  nombre  d'employes  et  d'endroits  desservis,  le  systeme  actuel 
ne  peut  pas  repondre  promptement  aux  besoins  d'un  employe  en  particulier  ou,  dans  bien 
des  cas,  de  ceux  d'un  ministere.  Les  systemes  informatiques  peuvent  etre  incapables  de 
reagir  dans  le  cas  de  tel  ou  tel  employe,  mais  cette  incapacite  est  ordinairement  compensee 
par  leur  aptitude  a  repondre  promptement  a  des  besoins  pressants  et  d'eviter  ainsi  la 
repetition  d'injustices.  Le  systeme  actuel  est  trop  lent  a  reagir  aux  changements  de  statut 
d'un  employe,  notamment  sa  reclassification,  sa  paie  ou  le  rajustement  des  ecritures  qui  le 
concernent  dans  le  registre  de  paie.  En  outre,  le  systeme  ne  fournit  pas  toutes  les  donnees 
sur  les  couts  ni  toutes  les  autres  donnees  financieres  absolument  indispensables  a  tout 
systeme  financier  ou  tout  autre  systeme  d'information  de  gestion. 

5.34  On  n'a  pas  determine  dans  quelle  mesure  on  peut  attribuer  ces  problemes  aux 
ordinateurs  et  a  la  diversite  des  appareils  utilises  pour  le  traitement  des  donnees.  Divers 
fabricants  d 'ordinateurs  et  de  materiel  peripherique  ont  fourni  l'equipement  qui  sert  au 
traitement  des  donnees  de  paie  dans  les  services  central  et  regionaux.  L'emploi  de  cette 
variete  d 'appareils  entraine  des  retards  de  traitement  et  des  frais,  sans  doute  non 
negligeables. 

5.35  Pour  mieux  repondre  aux  besoins  financiers  des  employes  et  des  ministeres,  il 
faut  reduire  les  delais  qui  se  produisent  dans  le  cycle  de  traitement  des  donnees.  A  cette  fin, 
on  pourrait  notamment  deposer  la  paie  de  l'employe  a  son  compte  en  banque,  directement, 
faire  etablir  le  cheque  de  l'employe  par  un  bureau  situe  plus  pres  de  son  lieu  de  travail  ou 
expedier  les  donnees  d 'entree  directement,  par  telecommunication,  du  bureau  de  l'employe 
a  un  service  central  d'etablissement  des  cheques.  Dans  les  cas  ou  de  nouveaux  employes 
sont  engages  30  jours  ou  plus  avant  la  date  a  laquelle  ils  rec,oivent  leur  premier  cheque  de 
paie,  cela  cree  une  situation  nuisible  a  une  bonne  gestion  financiere  et  aux  bonnes  relations 
de  travail.  En  outre,  lorsqu'on  tarde  a  rayer  le  nom  d'un  employe  de  l'effectif,  il  s'ensuit  que 
des  cheques  continuent  de  lui  etre  envoyes  apres  son  depart.  Dans  ces  circonstances,  il  y  a 
manifestement  risque  qu'un  tiers  contrefasse  la  signature  du  beneficiaire. 

5.36  Le  systeme  actuel  centralise  au  M.A.S.  le  controle  de  toute  l'information  sur 
la  paie.  Cela  etant,  les  ministeres  ne  s'acquittent  pas  de  leur  responsabilite  de  controler, 
comme  il  convient,  le  salaire  de  leurs  employes.  Ils  fournissent  les  renseignements  necessai- 
res,  mais  laissent  au  bureau  du  M.A.S.  le  soin  de  se  prononcer  ou  de  traiter  l'information. 
Les  ministeres,  y  compris  leurs  bureaux  regionaux,  devraient  controler  l'information  pour  ce 
qui  est  de  sa  validite,  de  son  exactitude  et  de  la  presentation  des  renseignements  en  temps 
voulu.  Pour  sa  part,  le  M.A.S.  devrait  etablir  et  expedier  les  cheques  et  fournir  des  rapports 
fondes  sur  les  renseignements  qui  lui  parviennent,  de  maniere  a  satisfaire  les  ministeres  et  a 
repondre  aux  besoins  des  organismes  centraux.  Ces  rapports  devraient,  par  exemple,  conte- 
nir  les  donnees  qu 'utilise  le  Conseil  du  tresor  dans  le  cas  des  negotiations  de  contrats,  ainsi 
que  des  donnees  sur  l'emploi  necessaires  a  Statistique  Canada,  sur  les  contributions  a  la 
Caisse  de  retraite  et  sur  la  classification  aux  fins  de  la  Commissions  de  la  Fonction  publique. 
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5.37  Environ  40%  des  commis  aux  ecritures  du  M.A.S.  dont  le  travail  se  rattache 
au  service  de  la  paie,  ont  pour  tache  de  transcrire  Finformation  rec,ue  des  ministeres  avant 
qu'elle  soit  introduite  dans  Fordinateur.  Cette  information  comprend  les  additions  et  les 
radiations  aux  listes  de  paie,  les  changements  de  classe  des  employes,  ainsi  que  les  change  - 
ments  relies  a  la  remuneration,  aux  avantages  sociaux,  a  Fetat  civil,  au  lieu  de  travail  de 
Femploye  et  a  la  repartition  des  elements  de  sa  paie.  Dans  un  tel  eventail  d 'aspects,  des 
erreurs  se  produiront.  Peut-etre  serait-il  plus  pratique  d'etablir  des  formules  sur  lesquelles  la 
statistique  sur  le  personnel  soit  distincte  des  donnees  sur  la  paie.  La  normalisation  des 
precedes  et  methodes  s 'impose,  mais  il  faudrait  la  simplifier  le  plus  possible  dans  les  cas  ou 
il  s'agit  d'un  vaste  ensemble  de  fonctionnaires.  Dans  Felaboration  des  methodes  il  faut  se 
preoccuper  surtout  de  celles  susceptibles  d'etre  comprises  rapidement  par  le  commis  le 
moins  qualifie  et  le  plus  nouveau  qui  serait  appele  a  travailler  dans  le  domaine  vise.  En 
outre,  le  ministere  de  Femploye  devrait  avoir  pour  tache  de  veiller  a  ce  que  les  donnees 
transmises  aux  bureaux  de  paie,  central  et  regionaux,  soient  exactes  et  presentees  a  temps. 
L'organisme  central  ne  devrait  etre  responsable  que  du  traitement  exact  de  la  matiere  qu'il 
recoit  et  des  donnees  comptables  de  sortie  necessaires. 

5.38  II  faudrait  entreprendre  une  etude  qui  preciserait  la  maniere  dont  les  ministeres 
pourraient  mieux  preparer  et  controler  leurs  documents  de  paie  jusqu'au  moment  de  les 
transmettre  a  des  bureaux  de  paie,  central  ou  regionaux,  du  ministere  des  Approvisionnements 
et  Services,  ces  bureaux  n'etant  charges  que  de  la  preparation  des  cheques  et  de  V application 
des  systemes  et  methodes  requis  pour  traiter  les  donnees  de  paie,  f aire  les  retenues  appropriees 
etfournir  aux  organismes  centraux  les  renseignements  necessaires. 
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VI  CONTROLES  FINANCIERS 

6.1  Les  systemes  financiers  component  des  controles  correlatifs  et  des  controles 
comptables  propres  a  assurer  l'integralite  et  l'exactitude  de  toutes  les  operations  et  de  tous 
les  renseignements  financiers  et  a  confirmer  que  toutes  les  operations  ont  ete  correctement 
autorisees.  Les  methodes  utilisees  pour  appliquer  les  techniques  de  controle  financier  sont 
assez  techniques,  mais  les  principes  fondamentaux  sont  simples.  II  est  clair  que  le  gouverne- 
ment  doit  appliquer  ces  principes  s'il  veut  bien  controler  l'emploi  des  fonds  affectes  a  son 
usage  par  le  Parlement. 

6.2  L 'elaboration  des  controles  financiers  repose  generalement  sur  le  principe 
fondamental  selon  lequel: 

les  fonctions  devraient  etre  soigneusement  reparties  de  maniere  qu'un  employe  ou 
un  element  d'un  systeme  puisse  controler  d'une  maniere  independante  et  efiicace 
l'integrite  et  l'exactitude  d'un  autre  employe  ou  element  du  systeme,  sans  qu'il  y  ait 
double  emploi  inutile;  et 

le  controle  devrait  etre  etabli  aussitot  que  possible  et  assure  tout  au  long  des  diverses 
etapes  du  traitement  manuel,  mecanique  et  electronique  des  donnees. 

6.3  La  loi  et  la  pratique  veulent  que  le  sous-chef  d'un  ministere  ou  d'un  organis- 
me  assume  la  responsabilite  des  systemes  de  controle  financier,  de  concert  avec  le  Conseil 
du  tresor,  le  Receveur  general  et  le  ministre  dont  releve  le  sous-chef. 

6.4  La  Loi  sur  1 'administration  financiere  donne  au  Conseil  du  tresor  le  pouvoir 
d'agir  en  ce  qui  regarde  toutes  les  questions  d'administration  financiere  et,  plus  particuliere- 
ment,  d'edicter  des  reglements  sur  la  perception,  la  gestion  et  la  comptabilite  des  fonds 
publics,  ainsi  que  sur  la  tenue  des  registres  des  biens  de  l'Etat.  L'un  des  moyens  utilises  pour 
exercer  ce  pouvoir  a  ete  d'edicter  des  reglements  dont  la  plupart  remontent  a  plusieurs 
annees.  Ces  reglements  ne  sont  pas  complets.  lis  etablissent  les  normes  minimales  quant  a  la 
forme  et  au  calendrier  de  certains  genres  d 'operations  determinees  et  a  l'autorisation 
necessaire  pour  les  effectuer.  Plutot  que  de  multiplier  ces  reglements,  le  Conseil  du  tresor  les 
a  completes  par  le  bref  aperc,u  de  sa  politique,  les  directives  et  les  lignes  directrices  exposees 
dans  le  guide  d'administration  financiere. 

6.5  La  Loi  sur  l'administration  financiere  confie  au  Receveur  general  certaines 
responsabilites  en  matiere  de  controle  financier.  Tous  les  paiements  doivent  etre  faits  sur  les 
instructions  du  Receveur  general  et  sous  son  controle,  et  tous  les  fonds  publics  doivent  etre 
verses  a  son  credit.  En  outre,  la  Loi  sur  le  ministere  des  Approvisionnements  et  Services 
autorise  ce  Ministere  a  fournir  un  certain  nombre  de  services  qui,  de  par  leur  nature,  exigent 
des  controles  financiers  puisqu'ils  fournissent  une  gamme  tres  etendue  de  services  financiers 
aux  ministeres  et  aux  organismes. 

6.6  Les  responsabilites  particulieres  d'un  ministre  en  matiere  de  controle  finan- 
cier decoulent  des  pouvoirs  que  lui  confere  la  Loi  sur  l'administration  financiere,  bien  que 
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ces  pouvoirs  soient  habituellement  delegues.  En  vertu  de  la  Loi,  seul  le  ministre  competent, 
ou  une  personne  autorisee  par  lui  et  par  ecrit,  peut  faire  une  demande  de  paiement  ou  une 
imputation  sur  un  credit. 

6.7  Le  sous-chef  a  la  responsabilite  generate  de  tous  les  aspects  de  l'administra- 
tion  mais  la  Loi  et  les  reglements  lui  attribuent  plus  specifiquement  certaines  responsabilites 
en  matiere  de  controle  financier.  Ces  responsabilites  ont  pour  objet,  notamment,  le  controle 
et  la  verification  internes  et  le  controle  des  engagements. 

6.8  Presque  tous  les  genres  de  transactions  financieres,  qu'elles  portent  sur  les 
depenses,  la  paie,  les  revenus  ou  la  gestion  du  materiel,  sont  soumises  aux  controles  exiges 
par  la  Loi,  par  les  reglements  ou  les  directives  des  organismes  centraux.  II  arrive  souvent 
que  nombre  de  travaux  d'ecfitures  concernant  des  aspects  determines  du  controle  financier 
ne  sont  pas  diriges  comme  il  le  faut  ou  suffisamment  coordonnes  au  sein  des  ministeres  ou 
entre  les  ministeres  et  les  organismes  centraux  pertinents.  L'efficacite  des  systemes  de 
controle  financier  depend  trop  de  l'experience,  de  l'honnetete  des  employes  en  cause  et  de 
verifications  repetitives  et  inefficaces.  Par  suite  de  ces  faiblesses  fondamentales,  les  rensei- 
gnements  financiers  sont  incomplets  ou  inexacts  et  la  protection  contre  la  fraude  et  l'erreur 
est  insuffisante. 

6.9  Le  Guide  d 'administration  financiere  du  Conseil  du  tresor  expose  au  long  les 
objectifs  et  les  principes  du  controle  financier  sous  diverses  rubriques  et  renferme  des 
reglements  et  des  directives  qui  imposent  certaines  pratiques  a  tous  les  ministeres.  Cepen- 
dant,  ces  pratiques  reglementaires  ne  sont  pas  toujours  suivies. 

6.10  Etant  donne  que  les  controles  financiers  ont  pour  objectif  d'assurer  que  les 
renseignements  financiers  sont  complets  et  exacts  et  que  les  operations  financieres  sont 
dument  autorisees,  il  faudrait  y  avoir  des  controles  pour  verifier  si: 

-  toutes  les  operations  sont  traitees  au  cours  de  la  periode  comptable  appropriee; 
seules  les  operations  dument  autorisees  sont  traitees;  et 

-  tous  les  systemes  et  les  modifications  de  systemes  sont  dument  autorises. 

6.11  Dans  tous  les  cas,  l'exercice  de  controles  efficaces  exige  que  Ton  planifie  le 
choix  et  1 'integration  des  techniques  reliees: 

a  l'attribution  des  responsabilites  financieres,  a  tous  les  echelons  de  l'organisation; 

aux  controles  materiels,  comme  le  controle  sequentiel  des  documents  numerates  et  la 
garde  des  biens  et  des  dossiers;  et 

aux  controles  comptables,  comme  la  comptabilite  en  partie  double  et  les  comptes  de 
controle  des  systemes  comptables  independants  ou  auxiliaires. 
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6.12  II  faudrait  que  les  techniques  de  controle  financier  appliquees  dans  presque 
tout  le  secteur  prive  soient  bien  comprises  par  tous  les  fonctionnaires  specialises  en  compta- 
bilite,  et  les  agents  financiers  devraient  considerer  comme  une  partie  essentielle  de  leurs 
responsabilites  celle  de  les  etablir  dans  les  ministeres  sans  attendre  les  instructions  des 
organismes  centraux.  Neanmoins,  les  ministeres  ont  ete  lents  a  donner  suite  meme  aux 
directives  explicites  du  Conseil  du  tresor,  notamment  celle  qui  interdit  a  une  personne 
d'exercer  en  meme  temps  les  pouvoirs  de  depenser  et  de  payer  a  l'egard  d'une  transaction 
particuliere,  ou  celle  qui  demande  de  simplifier  les  methodes  administratives  en  liant  les 
pouvoirs  aux  postes  plutot  qu'en  les  deleguant  aux  fonctionnaires. 

6.13  Si  la  plupart  des  ministeres  n'ont  pas  elabore  de  bons  systemes  de  controle 
financier,  il  semble  qu'on  doive  l'attribuer  a  un  concours  de  facteurs  divers,  dont  les 
suivants: 

-  le  besoin  de  bons  systemes  de  controle  financier  ne  semble  pas  beneficier  d'une 
haute  priorite  lorsqu'il  s'agit  de  pourvoir  aux  postes  financiers,  ou  de  les  classifier,  et 
l'on  s 'attache  plutot  aux  responsabilites  concernant  la  repartition  des  ressources; 

-  on  ne  peut  obtenir  les  fonds  necessaires  au  financement  des  controles  financiers 
qu'en  le  disputant  a  d'autres  unites  administratives  ou  d 'exploitations  qui  ont  sou- 
vent  une  plus  haute  priorite; 

,-  la  hierarchie  des  responsables  est  etablie  de  telle  sorte  que  les  agents  financiers  ont 
peut-etre  peu  de  pouvoir  pour  assurer  des  controles  financiers  efficaces; 

-  les  personnes  chargees  de  fonctions  financieres  dans  les  ministeres  manquent  souvent 
de  la  formation  voulue  pour  connaitre,  apprecier  ou  comprendre  les  principes  des 
controles  financiers  et  les  techniques  necessaires  pour  les  appliquer; 

-  1 'incertitude  et  l'incomprehension  regnent  au  sujet  de  la  preponderance  des  respon- 
sabilites des  ministeres  ou  du  Receveur  general  et  du  M.A.S.; 

-  le  M.A.S.  n'a  pas  clairement  partage  ses  responsabilites  en  matiere  de  service  ni  ses 
responsabilites  en  matiere  de  controle,  de  sorte  qu'il  est  maintenant  impossible  de 
faire  la  distinction  entre  les  deux  roles  du  ministere;  et 

-  les  ministeres  sont  portes  a  croire,  a  tort,  que  les  controles  exerces  par  le  M.A.S. 
repondent  a  leurs  besoins,  alors  que  ces  controles  ont  ete  conc,us  principalement  pour 
permettre  au  M.A.S.  de  s'acquitter  de  ses  propres  responsabilites  en  ce  qui  concerne 
remission  des  cheques,  la  paie,  les  encaissements  et  la  comptabilite  financiere,  sans 
s'assurer  que  ces  controles  protegent  efficacement  les  ministeres. 

6.14  Le  present  chapitre  traite  de  l'application  des  controles  par  rapport  a  trois 
sortes  de  transactions  financieres: 

les  depenses; 

-  la  paie;  et 

-  les  revenus,  les  comptes  a  recevoir  et  les  stocks; 
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et  il  expose  en  dernier  lieu  la  maniere  dont  il  faudrait  assigner  la  responsabilite  en  ce  qui 
touche  l'amclioration  des  controles  financiers. 

CONTROLE    DES  DEPENSES 

Eaiblesses  de  la  delegation  de  pouvoirs 

6.15  Les  titulaires  et  les  sous-chefs  des  ministeres  et  des  organismes  deleguent  a 
des  personnes  designees  leur  pouvoir  de  passer  des  contrats  ou  de  faire  divers  arrangements, 
de  payer  et  de  faire  des  demandes  en  vue  de  paiements,  conformement  aux  articles  34,  27  et 
26  de  la  Loi  sur  l'administration  financiere.  La  fac,on  dont  ces  pouvoirs  sont  delegues 
comporte  certaines  anomalies: 

les  instruments  de  delegation  ne  portent  pas  toujours  la  signature  du  ministre  en 
fonction; 

les  documents  ne  sont  pas  toujours  a  jour  en  ce  qui  concerne  la  liste  des  nouveaux 
employes,  celle  des  employes  qui  ont  quitte  le  ministere,  les  promotions  et  les 
changements  apportes  aux  responsabilites  des  employes; 

lorsque  des  pouvoirs  sont  delegues  a  un  grand  nombre  d 'employes  d'un  ministere,  le 
champ  d 'application  et  la  limite  de  ces  pouvoirs  sont  souvent  mal  de  finis; 

les  documents  ne  font  pas  de  distinction  assez  nette  entre  les  divers  genres  d 'opera- 
tions, comme  les  operations  reliees  a  la  paie,  aux  deplacements,  aux  fournitures,  aux 
services  professionnels,  aux  capitaux,  aux  contrats,  aux  subventions  ou  aux  contribu- 
tions, de  maniere  que  les  pouvoirs  se  rattachent  aux  responsabilites  de  la  personne; 

-  les  employes  a  qui  des  pouvoirs  ont  ete  delegues  peuvent,  de  leur  propre  initiative, 
mettre  en  marche,  verifier  et  autoriser  une  operation  entiere  en  vue  d'un  paiement; 
et 

les  documents  peuvent  etre  incomplets  et  ne  pas  mentionner  les  pouvoirs  necessaires 
dans  le  cas  des  engagements,  ainsi  que  prevu  a  1 'article  25,  ni  les  pouvoirs  attribues 
expressement  aux  sous-chefs  par  le  Conseil  du  tresor,  comme  celui  d 'autoriser  cer- 
tains genres  de  deplacements. 

6.16  Lorsqu'il  emet  un  cheque,  le  M.A.S.  compare  la  signature  de  la  personne  qui 
autorise  la  demande  du  cheque  avec  celle  qui  figure  aux  dossiers,  mais  generalement  il  ne 
s 'assure  pas  si  le  paiement  est  conforme  a  la  limite  de  l'autorite  impartie  a  cette  personne,  et 
ne  verifie  habituellement  pas  les  autres  signatures  qui  lui  sont  fournies.  Souvent  ceux  qui 
font  la  verification  des  comptes  a  l'interieur  d'un  ministere  ne  confirment  pas  que  les 
directives  sur  la  delegation  des  pouvoirs  ont  ete  observees.  II  se  presente  bien  des  cas  ou  Ton 
deroge  a  ces  reglements  pour  des  raisons  administratives  mais  non  a  des  fins  de  fraudes. 

6.17  Le  Guide  d 'administration  financiere  du  Conseil  du  tresor  formule  des 
instructions  qui  precisent  l'objet  des  pouvoirs  financiers  et  les  moyens  de  les  deleguer,  de 


98 


fac,on  a  assurer  le  rendement  de  l'administration  tout  en  exerc,ant  un  bon  controle  financier. 
Quatre  de  ces  principales  suggestions  ou  exigences  peuvent  se  resumer  comme  il  suit: 

les  pouvoirs  devraient  etre  lies  au  poste,  plutot  que  delegues  aux  personnes,  comme 
la  Loi  le  prevoit  implicitement,  afin  de  simplifier  autant  que  possible  la  tache  des 
administrateurs  qui  doivent  etablir  les  instruments  de  delegation  des  pouvoirs  fi- 
nanciers et  assurer  que  les  instructions  contenues  dans  ces  instruments  sont 
observees; 

il  faudrait  faire  une  distinction  bien  nette  entre  deux  genres  de  pouvoirs  financiers 
qui  devraient  etre  delegues  separement:  «le  pouvoir  de  depenser»,  c'est-a-dire  de 
faire  une  depense  ou  de  certifier  la  passation  d'un  contrat,  et  le  «pouvoir  de  payer», 
c'est-a-dire  de  faire  une  demande  en  vue  d'un  paiement; 

-  chaque  paiement  devrait  etre  autorise  par  deux  agents;  et 

«le  pouvoir  de  contracter  des  engagements »,  c'est-a-dire  le  pouvoir  de  certifier  qu'il 
existe  sur  un  credit  des  fonds  suffisants  non  greves  pour  1 'execution  d'une  operation 
prevue,  devrait  etre  confie  aux  personnes  auxquelles  a  ete  delegue,  soit  le  « pouvoir 
de  payer»,  soit  le  «pouvoir  de  depenser»,  selon  que  les  renseignements  sur  les 
debours  faits  jusqu'a  ce  moment  et  sur  les  engagements  non  remplis  sont  accessibles 
a  l'une  ou  l'autre  de  ces  deux  categories  de  personnes. 

6.18  II  semble  que  peu  de  ministeres  et  d'organismes  aient  pris  l'initiative  d'appli- 
quer  les  politiques  du  Conseil  du  tresor  en  matiere  de  delegation  des  pouvoirs.  Toutefois,  a 
la  suite  d'une  etude  de  la  question  par  le  personnel  du  Conseil  du  tresor,  la  plupart  des 
ministeres  et  organismes  ont  accepte  de  les  appliquer  a  l'avenir. 

Faiblesses  de  ['application  des  controles  financiers 

6.19  Toute  depense  fait  l'objet  de  demarches  prealables:  demande  de  marchandi- 
ses  ou  de  services,  controle  des  engagements,  reception  des  marchandises  ou  des  services, 
verification  des  comptes,  controle  des  affectations,  demande  d'un  cheque,  emission  d'un 
cheque,  et  finalement,  etablissement  d'un  rapport  financier.  Voici  quelques-unes  des  princi- 
pales faiblesses  des  controles  financiers  au  cours  de  cette  serie  de  demarches: 

un  tres  grand  nombre  d 'employes  demandent  des  marchandises  ou  des  services  au 
moyen  de  formules  de  demande  en  blanc  qui  ne  font  l'objet  d'aucun  controle, 
materiel  ou  autre,  pour  empecher  que  ces  formules  soient  utilisees  sans  autorisation; 

le  pouvoir  de  depenser  s'exerce  souvent  par  des  agents  administratifs  au  nom  du 
gestionnaire  responsable,  mais  il  peut  aussi  s'exercer  par  d'autres  qui  n'obtiennent 
pas  toujours  l'assentiment  du  gestionnaire  a  qui  la  depense  sera  imputee; 

-  on  omet  souvent  de  certifier  les  engagements,  ou,  ce  qui  est  plus  grave,  ce  pouvoir  est 
souvent  exerce  par  des  personnes  qui  n'ont  pas  de  donnees  financieres  fiables  concer- 
nant  le  montant  non  greve  des  credits  ou  affectations; 


99 


en  general,  les  commandes  non  remplies  ne  font  l'objet  d'aucun  controle  numerique, 
materiel  ou  comptable  qui  assurerait  l'integrite  de  1'information  sur  les  engagements 
du  ministere; 

les  specialistes  des  ministeres  traitent  souvent  les  commandes  sans  verifier  les  signa- 
tures ni  l'etendue  des  pouvoirs  delegues  aux  personnes  qui  ont  place  ces  commandes; 

les  gestionnaires  verifient,  en  vertu  de  Particle  27  de  la  Loi  sur  Fadministration 
financiere,  les  comptes  etablis  sur  reception  des  marchandises  ou  des  services  et  des 
factures  en  se  fondant  sur  les  documents  presentes  mais,  en  general,  rien  ne  prouve 
clairement  qu'ils  ont  aupres  d'eux  des  commis  responsables  pour  faire  tous  les 
controles  qu'exige  la  verification  des  comptes; 

le  pouvoir  de  payer,  delegue  en  vertu  de  l'article  26  de  la  Loi  sur  l'administration 
financiere,  est  souvent  exerce  au  sein  d'un  meme  organisme  de  telle  sorte  que 
l'organisme  risque  de  perdre  le  niveau  d'independance  que  prevoient  a  ce  sujet  les 
instructions  du  Conseil  du  tresor; 

inversement,  lorsque  dans  les  bureaux  regionaux  ou  nationaux  le  pouvoir  de  payer 
est  centralise,  il  peut  arriver  que  les  fonctionnaires  autorises  n'aient  pas,  pour  exercer 
ce  pouvoir,  les  connaissances  necessaires,  les  documents  justificatifs,  le  specimen  de 
la  signature  des  personnes  ayant  le  pouvoir  de  depenser,  ou  1'information  sur  le  solde 
non  greve  d'un  credit  ou  d'une  affectation; 

la  verification  a  priori  centralisee  se  fait  par  les  bureaux  des  ministeres  ou  les 
bureaux  regionaux  avant  ou  apres  que  le  pouvoir  de  payer  leur  a  ete  delegue  mais  les 
employes  qui  font  cette  verification  n'ont  peut-etre  pas  toujours  les  donnees  justifi- 
catives  necessaires  pour  faire  un  controle  sur  ou  efficace; 

on  ne  se  preoccupe  pas  de  decrire  le  choix  des  echantillons  necessaires  pour  effectuer 
les  tests  detailles  periodiques,  et  lorsqu'on  decouvre  des  erreurs,  il  n'existe  pas  de 
procedes  qui  permettent  de  pousser  davantage  l'enquete,  de  prendre  les  mesures 
correctives  pertinentes  ou  d 'informer  le  surveillant  de  la  personne  qui  a  commis 
l'erreur; 

on  inscrit  les  montants  en  chiffres  sur  les  demandes  de  cheque,  mais  on  ne  les  ecrit 
pas  afin  de  prevenir  toutes  modifications  subsequentes; 

apres  qu'un  gestionnaire,  souvent  un  gestionnaire  d'un  bureau  de  district,  a  accorde 
l'autorisation  de  depenser,  une  personne  employee  au  secretariat,  a  la  salle  du 
courrier,  a  la  verification  a  priori,  a  la  comptabilite,  ou  a  l'informatique  peut  avoir  a 
traiter  une  demande  de  cheque  approuvee  avant  que  celle-ci  fasse  l'objet  d'un 
controle  materiel  ou  comptable  efficace;  cette  personne  peut  done  facilement  modi- 
fier la  demande  apres  que  l'autorisation  de  depenser  a  ete  accordee; 

le  M.A.S.  emet  habituellement  les  cheques  en  se  fondant  sur  les  demandes  des 
ministeres,  sans  exiger  d'autres  documents  justificatifs,  et  apres  avoir  verifie  unique- 
ment  l'exactitude  ou  la  validite  de  certaines  zones  de  donnees,  comme  le  nom  du 
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destinataire,  le  montant  et  les  codes  necessaires  pour  etablir  les  comptes  centraux  du 
Canada,  mais  non  l'exactitude  de  tous  les  codes  comptables  des  ministeres; 

le  M.A.S.  renvoie  directement  les  cheques  et  les  listes  de  cheques  aux  personnes  qui 
etablissent  et  assurent  les  controles,  de  sorte  qu'un  employe  peut  profiter  d'une 
manoeuvre  frauduleuse  ou  d'une  erreur,  sans  avoir  a  agir  de  connivence  avec  d'au- 
tres  employes  (une  circulaire  recente  du  Conseil  du  tresor  interdit  la  pratique  en 
question); 

-  les  bureaux  de  comptabilite  des  ministeres  recoivent  les  listes  quotidiennes  des  lots 
traites  et  des  cheques  emis  par  le  M.A.S.  et  les  concilient  avec  les  registres  des 
ministeres.  lis  ne  verifient  pas  habituellement  l'exactitude  des  inscriptions  en  vue  de 
deceler  les  erreurs  commises  dans  la  conversion  ou  le  traitement  des  donnees,  mais 
uniquement  le  montant  total  du  lot; 

-  le  M.A.S.  etablit  des  listes  detaillees  des  transactions  afin  d'etayer  les  rapports 
financiers  transmis  aux  gestionnaires  des  ministeres,  mais  il  arrive  frequemment  que 
ces  gestionnaires  ne  controlent  pas  suffisamment  leurs  rapports  financiers  pour  rele- 
ver  les  erreurs  ou  les  omissions,  comme  cela  se  produit  lorsque  des  transactions 
approuvees  par  le  gestionnaire,  mais  non  traitees  par  le  systeme  central,  sont  impu- 
tees  a  tort  a  d'autres  gestionnaires,  ou  par  ceux-ci,  et  reconnues  invalides  et  rejetees 
au  cours  du  traitement;  et 

-  il  faut  tenir  certains  registres  detailles  speciaux  aux  fins  du  controle  et  de  la  divulga- 
tion d'un  grand  nombre  de  depenses,  par  exemple,  des  prets,  des  immobilisations, 
des  avances  comptables,  des  stocks  et  des  honoraires  verses  pour  des  services  profes- 
sionnels,  mais  il  arrive  souvent  que  ces  registres  soient  tenus  arbitrairement  et  qu'ils 
ne  soient  pas  regulierement  concilies  ou  integres  de  facon  efficace  au  systeme  de  la 
comptabilite  principale.  Par  consequent,  les  registres  ne  sont  pas  fiables. 

6.20  Inobservance  du  calendrier  du  traitement  des  donnees  et  la  tenue  a  jour  des 

systemes  de  comptabilite  du  gouvernement  influent  grandement  sur  l'efficacite  du  controle 
des  depenses.  En  general,  les  demandes  d'etablissement  et  de  traitement  de  cheques  sont 
presentees  au  ministere  des  Approvisionnements  et  Services  avant  le  quatrieme  ou  cinquie- 
me  jour  ouvrable  de  la  fin  du  mois.  Si  Ton  tient  compte  du  temps  qu'il  faut  pour  expedier 
des  documents  par  la  poste,  depuis  les  bureaux  de  district  eloignes  jusqu'au  bureau  regional 
ou  central  de  comptabilite,  le  point-d 'arret  peut  se  faire  des  le  15  du  mois.  II  se  peut  que  les 
donnees  detaillees  ou  supplementaires  des  bureaux  de  district  soient  a  jour,  mais  il  est 
inutilement  difficile  de  les  concilier  avec  celles  des  comptes  officiels,  et  generalement  cette 
conciliation  ne  se  fait  pas  de  facon  reguliere.  II  peut  done  etre  difficile  d'appliquer  des 
controles  de  gestion,  surtout  dans  les  ministeres  oil  le  traitement  des  demandes  de  cheque 
est  centralise. 
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Ameliorations  proposees 

6.21  La  facon  precise  d'etablir  un  systeme  adequat  de  controle  financier  des 
demandes  de  cheque  varie  selon  les  circonstances,  c'est-a-dire  la  taille  du  service  organique, 
le  nombre  d 'operations  traitees,  etc.,  mais  generalement  le  systeme  doit  permettre  de 
s 'assurer  que: 

les  fonctionnaires  a  qui  ce  pouvoir  a  ete  delegue  possedent  les  renseignements  et 
l'autonomie  dont  ils  ont  besoin  et  que  leur  responsabilite  de  rendre  des  comptes  est 
clairement  etablie; 

les  documents  sont  constamment  l'objet  d'un  controle  materiel  ou  numerique; 

Ton  controle  les  montants  en  dollars  inscrits  sur  les  demandes  de  cheque  avant 
d'accorder  le  pouvoir  de  depenser  ou  de  payer; 

les  fonctionnaires  qui  autorisent  les  demandes  de  cheque  ont  la  preuve  formelle  que 
tous  les  controles  prealables  ont  ete  exerces  avant  d'utiliser  leur  pouvoir; 

les  fonctionnaires  qui  autorisent  ces  demandes  n'ont  pas  acces  aux  controles  compta- 
bles  et  que  les  personnes  qui  ont  etabli  ces  controles  n'ont  pas  acces  aux  demandes 
apres  que  celles-ci  ont  ete  autorisees; 

le  pouvoir  de  payer  et  le  pouvoir  de  depenser  n'ont  pas  ete  delegues  a  la  meme  ou 
aux  memes  personnes;  et 

les  controles  comptables  ont  ete  assures  durant  toutes  les  etapes  du  traitement  et 
verifies  apres  que  les  processus  d 'emission  des  cheques  et  d'etablissement  de  rap- 
ports financiers  ont  pris  fin. 

6.22  Dans  tous  les  systemes  financiers,  il  faudrait  separer  les  t aches  avec  soin  de 
facon  que  sans  dedoublement  inutile  d'ejforts,  un  membre  du  personnel  ou  un  element  d'un 
systeme  exerce  un  controle  ejficace  autonome  de  I'integrite  et  de  Vexactitude  d'un  autre 
element.  En  particulier,  il  devraity  avoir  une  distinction  suffisante  entre  le  pouvoir  de  depenser 
et  le  pouvoir  de  payer  dans  le  cas  de  toutes  les  operations  de  depenses,  de  meme  qu  'entre  la 
verification  des  comptes  a  payer,  la  preparation  des  documents,  la  demande  et  la  distribution 
des  cheques,  la  reception  et  le  depot  des  fonds.  II  conviendrait  d'etablir  des  controles  aussitdt 
que  possible  et  de  les  maintenir  tout  au  long  des  etapes  du  traitement  manuel,  mecanique  et 
electronique  des  documents.  En  particulier: 

les  gestionnaires  ne  sauraient  exercer  les  pouvoirs  qui  leur  sont  delegues  uniquement 
lorsqu'ils  disposent  d'information  necessaire  a  cettefin; 

il  faudrait  etablir  des  controles  de  toutes  les  donnees  importantes,  des  le  palier  de 
depart,  avant  le  traitement,  et  le  travail  de  controle  devrait  etre  approuve  au  meme 
palier,  apres  le  traitement; 

il  faudrait  etablir  un  controle  des  depenses  avant  d'accorder  les  autorisations  de  depen- 
ser et  de  payer;  et 
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il  faudrait  s'assurer  qu'il  existe  des  preuves  bien  documentees  attestant  Vexecution  de 
toutes  les  fonctions  de  controle,  preuves  que  les  gestionnaires  devraient  verifier 
regulierement. 

CONTROLE  DE  LA  PAIE 

6.23  Les  depenses  salariales  devraient  etre  soumises  aux  memes  normes  de  contro- 
le financier  que  les  autres  depenses.  Toutefois,  les  directives,  lignes  directrices  et  reglements 
du  Conseil  du  tresor,  etablis  en  vertu  de  la  Loi  sur  l'administration  financiere  concernant  le 
controle  financier,  ont  porte  principalement  sur  les  depenses  autres  que  la  paie.  Les  instruc- 
tions du  M.A.S.  ne  portent  generalement  que  sur  le  mecanisme  que  doivent  utiliser  les 
ministeres  clients.  Le  besoin  s 'impose  de  donner  des  instructions  precises  visant  expresse- 
ment  les  normes  de  controle  financier  qu'il  faut  appliquer  aux  systemes  de  paie. 

6.24  Dans  la  plupart  des  ministeres  et  organismes,  la  responsabilite  du  controle 
des  systemes  de  paie  incombe  avant  tout  au  service  du  personnel.  En  outre,  afin  de  faciliter 
l'administration,  toute  la  charge  administrative  concernant  la  paie  d'un  ensemble  d'em- 
ployes  d'un  ministere  est  souvent  confiee  a  un  groupe  d 'employes  au  sein  de  ces  organismes. 

Faiblesses  typiques 

6.25  Void,  en  resume,  quelques-unes  des  principales  faiblesses  du  systeme  de 
controle  de  la  paie: 

-  pour  chaque  rajustement  ou  intervention  de  paie,  les  commis  au  personnel  etablis- 
sent  des  documents  en  se  fondant  sur  les  renseignements  requs  des  gestionnaires 
responsables  ou  des  agents  du  personnel  mais,  en  general,  ces  commis  ne  sont  pas 
tenus  d'obtenir  de  ces  gestionnaires  l'autorisation  de  depenser,  bien  qu'ils  n'aient 
aucun  moyen  de  savoir  si  les  fonds  necessaires  sont  disponibles; 

les  principaux  documents  necessaires  pour  etablir  ou  modifier  les  transactions  sala- 
riales sont  assembles  en  bloc  afin  de  faciliter  la  conversion  mecanographique  des 
donnees,  mais  il  importe  de  les  etablir  tres  attentivement  pour  eviter  des  erreurs  ou 
des  omissions; 

le  M.A.S.  reporte  manuellement  les  donnees  des  documents  sur  d 'autres  documents 
aux  fins  de  la  mecanographie,  mais  n'exerce  pas  de  controle  materiel  ou  comptable 
au  cours  de  cette  operation; 

-  les  cheques  de  paie  et  les  listes  de  paie  imprimes  par  ordinateur  sont  expedies  aux 
ministeres  et  aux  organismes,  generalement  aux  employes  memes  qui  ont  etabli  les 
premiers  documents  et  qui  peuvent  aussi  etre  charges  de  distribuer  les  cheques  (ce 
qui  est  egalement  interdit  par  la  recente  circulaire  du  Conseil  du  tresor); 

-  les  doubles  des  instruments  de  paie  sont  conserves  dans  des  dossiers  ouverts  jusqu'a 
ce  qu'un  examen  des  listes  de  paie  revele  que  le  M.A.S.  a  fait  les  rajustements  de 
paie  appropries; 
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les  gestionnaires  responsables  recpivent  les  listes  de  fin  de  mois  des  transactions 
salariales  qui  leur  sont  imputees,  mais  generalement  ces  listes  omettent  les  details 
necessaires  pour  deceler  les  erreurs  ou  les  omissions; 

-  les  listes  de  paie  ne  renferment  aucun  renseignement  qui  permettrait  d'exercer  un 
controle,  comme  le  total  des  couts  salariaux  ordinaires,  les  rajustements  speciaux  non 
compris,  ce  qui  est  une  lacune  particulierement  grave,  etant  donne  que  les  couts 
salariaux  reels  peuvent  etre  fausses  d'une  maniere  importante,  de  semaine  en  semai- 
ne,  par  des  rajustements  avec  effet  retroactif  ou  autres,  et  qu'ils  sont  difficiles  a 
controler  dans  l'ensemble;  et 

-  une  fois  par  annee,  le  M.A.S.  transmet  aux  ministeres  utilisateurs  une  liste  de  tous 
leurs  employes  figurant  dans  leurs  dossiers  courants,  par  gestionnaire  responsable,  en 
indiquant  la  classification,  le  taux  de  remuneration,  les  retenues  ordinaires  et  le  code 
comptable  de  chacun,  mais  rien  n 'assure  que  ces  listes  sont  distributes  aux  gestion- 
naires responsables  pour  qu'ils  puissent  controler  les  interventions  de  paie  des  agents 
du  personnel. 

Ameliorations  proposees 

6.26  Les  systemes  de  paie  electroniques  exigent  qu'on  exerce  un  controle  attentif 

sur  les  donnees  permanentes  des  dossiers  informatiques.  En  outre,  les  ministeres  doivent 
verifier  tout  au  long  du  traitement  si  les  interventions  de  paie  sont  completes  et  exactes,  et  si 
elles  ont  ete  autorisees.  II  y  a  une  foule  de  controles,  manuels  et  electroniques,  que  Ton  peut 
combiner  pour  verifier  le  detail  de  ces  donnees.  Dans  la  pratique  il  s'agirait  normalement  de 
faire  ressortir  les  points  ci-bas: 

il  faudrait  controler  les  donnees  de  base  importantes,  comme  le  nombre  des  em- 
ployes, les  salaires  bruts  normaux  ou  les  heures  de  travail  normales,  et  les  donnees 
variables  importantes,  comme  les  conges  non  remuneres  ou  les  heures  de  travail 
supplementaires,  avant  d'accorder  le  pouvoir  de  depenser; 

les  rajustements  de  salaire  et  les  transactions  salariales  qui  modifient  le  montant  ou 
la  comptabilite  des  couts  salariaux  bruts  devraient  etre  autorises  par  le  gestionnaire 
responsable; 

les  agents  qui  autorisent  les  rajustements  de  salaire  ne  devraient  pas  avoir  acces  aux 
controles  comptables,  et  ceux  qui  etablissent  ces  controles  ne  devraient  pas  avoir 
acces  aux  documents  de  base  apres  que  ceux-ci  ont  ete  certifies; 

le  pouvoir  de  payer  et  celui  de  depenser  ne  devraient  pas  etre  delegues  a  la  merae 
personne;  et 

une  fois  la  paie  traitee,  les  responsables  devraient  confirmer  que  les  donnees  perma- 
nentes et  les  donnees  variables  ont  ete  controlees. 
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6.27  Le  personnel  financier  devrait  etre  tenu  de  s  'assurer  qu  'il  existe  des  contrbles  au 
sein  des  systemes  de  paie  comme  il  en  existe  dans  tous  les  autres  systemes  administratifs  qui 
donnent  lieu  a  des  operations  financier es. 

CONTROLE  DES  REVENUS,  DES  COMPTES  A  RECEVOIR  ET  DES  STOCKS 

Revenus  et  comptes  a  recevoir 

6.28  Les  ministeres  et  les  organismes  recoivent  de  l'argent  dans  des  circonstances 
tres  diverses.  II  s'agit  parfois  de  montants  eleves  dans  certaines  situations  complexes  ou,  a 
l'occasion,  de  montants  relativement  faibles.  Les  commentaires  et  les  observations  que 
renferme  la  presente  partie  du  Rapport  visent  surtout  les  cas  ou  la  perception  des  revenus 
n'est  pas  la  principale  fonction  du  programme. 

6.29  Un  certain  nombre  de  reglements,  dont  le  Reglement  sur  la  radiation  des 
dettes,  le  Reglement  sur  la  cession  des  dettes  de  la  Couronne  et  le  Reglement  sur  la 
reception  et  le  depot  des  deniers  publics  traitent  du  controle  des  revenus,  des  comptes  a 
recevoir  et  des  recettes.  Le  Reglement  sur  la  reception  et  le  depot  des  deniers  publics,  en 
particulier,  enonce  des  regies  precises  sur  la  facon  d 'enregistrer  et  de  deposer  les  deniers 
publics  et  de  transferer  les  fonds  a  la  Banque  du  Canada.  Bien  qu'il  soit  fait  etat  de  ces 
regies  dans  les  instructions  administratives  de  la  plupart  des  ministeres,  il  est  reconnu 
qu'elles  ne  sont  pas  toujours  observees.  Par  exemple,  il  y  a  des  cas  ou: 

les  montants  des  deniers  publics  superieurs  a  $100  ne  sont  pas  deposes  chaque  jour 
comme  il  est  present;  et 

les  depots  ne  sont  pas  faits,  comme  il  est  prescrit,  par  la  personne  qui  percoit  ou 
recoit  l'argent,  mais  sont  transmis  au  bureau  regional  ou  central  pour  etre  deposes 
par  d  'autres. 

6.30  La  plupart  des  ministeres  n'ont  pas  applique  efficacement  les  instructions  du 
Conseil  du  tresor  concernant  les  revenus  et  les  comptes  a  recevoir.  Nous  avons  constate  des 
lacunes  dans  la  plupart  des  systemes.  II  arrive  souvent  que,  pour  faciliter  1 'administration, 
on  charge  un  employe  de  s'occuper  entierement  de  tout  un  systeme,  notamment  de  contro- 
ler  les  factures,  de  tenir  les  registres  des  comptes  a  recevoir,  d'inscrire  et  de  deposer  les 
recettes,  de  contraindre  les  debiteurs  qui  ne  payent  pas  leurs  dettes  et  de  s'occuper  de  radier 
les  dettes.  Souvent  on  controle,  sans  formalite,  les  registres  detailles  eux-memes,  sans  tenir 
compte  de  la  sequence  des  numeros  des  factures.  On  tient  rarement  des  comptes  de  controle 
independants.  Lorsqu'on  tient  des  comptes  de  controle,  comme  dans  le  cas  des  biens  qui 
sont  inscrits  separement  dans  les  comptes  du  Canada,  ou  des  avances  comptables,  qui 
doivent  etre  imputees  a  un  credit  de  fa<jon  precise,  les  registres  detailles  ne  sont  pas 
habituellement  concilies  avec  les  comptes  de  controle  de  la  fac,on  prescrite,  par  une  person- 
ne independante.  Dans  certains  cas,  les  recettes  deposees  par  un  gestionnaire  sont,  aux  fins 
du  budget,  portees  au  credit  du  compte  d'un  autre,  de  sorte  que  ni  l'un  ni  1'autre  n'a  les 
donnees  necessaires  pour  exercer  un  controle  efficace. 
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6.31  Selon  nos  observations,  la  deficience  la  plus  commune  des  systemes  de 
controle  reside  en  ce  que  les  fonctions  de  controle  de  la  facturation,  de  la  comptabilite,  de  la 
perception  et  du  depot  des  revenus  ne  sont  pas  suffisamment  separees.  Actuellement,  il  y  a 
bien  des  occasions  majeures  de  fraudes  et  d'erreurs  pouvant  passer  inaperc^ies  dans  ce 
domaine.  La  meilleure  fac,on  de  separer  les  fonctions  est  affaire  de  circonstances.  Par 
exemple,  lorsqu'un  employe  etablit  les  factures,  inscrit  et  depose  les  entrees  et  tient  les 
registres  des  comptes  a  recevoir,  un  second  employe  devrait  exercer  un  controle  indepen- 
dant  pour  s 'assurer  que  les  factures  sont  dument  etablies  pour  tous  les  services  rendus  ou  les 
marchandises  livrees,  que  tous  les  cheques  et  recettes  au  comptant  sont  deposes  et  transferes 
promptement  au  Fonds  du  revenu  consolide  et  que  les  comptes  a  recevoir  sont  enregistres  et 
qu'il  en  est  fait  rapport  correctement. 

Stocks 

6.32  Le  controle  des  stocks  du  gouvernement  a  ete,  de  tout  temps,  la  responsabilite 
des  gestionnaires  de  Pexploitation  ou  des  fonctionnaires  charges  de  la  gestion  du  materiel, 
les  agents  financiers  n'y  participant  que  tres  peu.  Les  exposes  de  la  politique  generate  du 
Conseil  du  tresor  etablissent  les  methodes  fondamentales  de  la  gestion  du  materiel,  mais  ne 
disent  presque  rien  au  sujet  des  controles  financiers  ou  des  techniques  applicables  au 
controle  materiel,  a  la  bonne  tenue  des  registres,  a  la  verification  independante,  a  l'etablis- 
sement  des  rapports  financiers,  ni  du  controle  budgetaire  des  stocks. 

6.33  Selon  le  Guide  d 'administration  financiere  du  Conseil  du  tresor: 

«On  devrait  etablir  des  controles  comptables  pour  les  stocks  de  materiel  et  d'equipement 
lorsque  les  montants  ou  la  nature  des  stocks  le  justifient  afin  de  les  controler  de  faijon 
independante,  de  fournir  des  informations  sur  les  variations  de  ces  stocks  ou  d'eliminer 
l'incidence  des  fluctuations  des  stocks  sur  les  couts  mentionnes  par  le  systeme  comptable 
principal ». 

6.34  Plusieurs  ministeres  ont  des  stocks  importants  d 'articles  de  consommation  par 
rapport  a  leur  budget  total,  d'autres  en  ont  d 'importants  par  rapport  aux  budgets  des 
gestionnaires.  Generalement,  ces  stocks  ne  font  pas  l'objet  d'un  controle  comptable  inde- 
pendant  et,  lors  de  leur  achat,  sont  inscrits  comme  des  depenses  dans  le  principal  systeme 
du  ministere.  Conformement  aux  instructions  sur  la  gestion  du  materiel,  les  quantites 
reelles,  les  receptions  et  les  livraisons  sont  generalement  enregistrees  au  moyen  d'un  syste- 
me manuel,  mecanographique  ou  electronique,  mais  les  registres  sont  tenus,  d 'ordinaire, 
par  le  personnel  charge  de  la  garde  et  de  l'utilisation  des  actifs.  En  general,  lorsqu'on  en 
redige,  les  rapports  sur  le  volume  et  le  renouvellement  du  stock,  ainsi  que  sur  le  materiel  en 
desuetude,  ne  renferment  d 'ordinaire  que  des  donnees  non  financieres  et  sont  conserves  par 
le  gestionnaire  interesse  ou  par  le  service  de  gestion  du  materiel. 

6.35  Les  avances  de  fonds  de  roulement  peuvent  constituer  un  moyen  parfaite- 
ment  integre  d 'assurer  un  controle  comptable  independant  sur  les  stocks  et  les  comptes  a 
recevoir.  En  l'occurence,  il  faut  utiliser  des  methodes  sures  et  uniformes  lorsqu'on  enregistre 
les  acquisitions  de  stocks  et  qu'on  etablit  le  prix  de  revient  du  materiel  livre.  Par  exemple, 
on  peut  inscrire  dans  les  comptes  de  stocks  le  cout  standard  de  chaque  article  rec,u  ou  livre, 
pour  que  les  registres  comptables  indiquent  en  tout  temps  le  cout  standard  de  tous  les  stocks 
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qui  devraient  etre  disponibles.  Toutefois,  la  facpn  dont  ces  comptes  sont  tenus  et  controles 
est  souvent  imprecise  en  ce  qui  regarde  les  methodes  susmentionnees,  de  sorte  que  dans  la 
pratique  ces  comptes  ne  permettent  pas  d'exercer,  a  1'egard  des  personnes  chargees  du 
controle  materiel  et  de  l'utilisation  des  stocks,  une  surveillance  efficace  et  autonome. 

Amelioration  proposee 

6.36  Dans  le  cas  des  comptes  a  recevoir  et  des  stocks,  la  tenue  d'un  compte  de 
controle  au  sein  des  principaux  systemes  comptables,  etayes  par  des  systemes  comptables 
detailles  auxiliaires,  pourrait  constituer  un  moyen  utile  et  efficace  d'exercer  un  controle 
financier  autonome  sur  ces  elements  d'actif.  L 'integration  des  comptes  de  controle  exige  la 
presence  implicite  des  mecanismes  d'auto verification  propres  a  la  comptabilite  en  partie 
double  et  offrent  un  moyen  permettant  la  divulgation  des  comptes  a  recevoir  et  des  stocks, 
grace  aux  systemes  de  comptabilite  et  de  rapports  financiers.  Ces  principes  sont  rarement 
appliques,  bien  qu'ils  soient  enonces  dans  le  Guide  d 'administration  financiere  du  Conseil 
du  tresor. 

6.37  Tous  les  revenus,  tous  les  comptes  a  recevoir  et  tous  les  stocks  importants 
devraient  /aire  I'objet  d'un  systeme  de  controle  efficace,  generalement  un  controle  comptable 
independant. 

RESPONSABILITE  DE  L'AMELIORATION  DES  CONTROLES  FINANCIERS 

6.38  Pour  ameliorer  les  systemes  de  controle  financier,  on  pourrait,  entre  autres, 
etendre  la  portee  des  reglements  et  des  directives  du  Conseil  du  tresor  de  maniere  a  pouvoir 
prescrire  des  systemes  uniformes  et  applicables  a  presque  tous  les  cas,  tout  en  prenant  des 
mesures  rigoureuses  pour  en  assurer  le  respect.  Toutefois,  s'il  est  souhaitable  d'uniformiser 
davantage  les  systemes  financiers,  il  ne  faudrait  pas  imposer  sans  distinction  des  systemes 
detailles  et  uniformises. 

6.39  II  est  preferable  que  les  ministeres  se  dotent  de  controles  financiers  utiles  et 
efficaces  et  qu'ils  les  appliquent  en  tenant  compte  des  circonstances  pertinentes,  sous  la 
seule  reserve  de  respecter  les  normes  etablies  pour  l'ensemble  des  services  de  l'Etat.  Les 
personnes  chargees  d 'assurer  l'exercice  des  controles  financiers  dans  les  ministeres  doivent 
avoir  suffisamment  d'autorite  et  recevoir  assez  de  conseils  pour  executer  leur  tache  effica- 
cement.  II  doit  exister  une  nette  distinction  entre  les  responsabilites  des  ministeres  et  celles 
des  organismes  centraux,  de  meme  qu 'entre  celles  des  divers  services  de  chaque  ministere. 

6.40  Le  gouvernement  doit  aussi  etre  sur  que  les  normes  appropriees  sont  respec- 
tees  dans  toute  la  fonction  publique.  Le  meilleur  moyen  d'obtenir  cette  assurance,  c'est 
d'emettre  des  directives  qui  exposent  clairement  ce  qui  est  exige,  de  voir  a  ce  que  le 
personnel  d'un  organisme  central  examine  les  systemes,  et  que  des  equipes  chargees  de  la 
verification  interne  des  ministeres  effectuent  des  verifications  par  sondages. 
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6.41  II  conviendrait  qu'un  organisme  central  soumette  a  l'approbation  du  Conseil 
du  tresor,  les  directives  et  les  instructions  necessaires,  puis  qu'il  s'occupe  d'examiner  perio- 
diquement  tous  les  systemes  de  controle  financier.  En  se  fondant  sur  ces  examens,  cet 
organisme  devrait  approuver,  par  ecrit,  ceux  qui,  a  son  avis,  repondent  aux  besoins.  II 
devrait  informer  le  Conseil  du  tresor  des  systemes,  ou  des  elements  de  systeme,  qui  ne  sont 
pas  satisfaisants.  Cette  fonction  correspond  de  pres  a  une  proposition  anterieure,  selon 
laquelle  un  organisme  central  approuverait  les  systemes  de  controle  budgetaire  et  de 
rapports  financiers.  Par  consequent,  il  serait  logique  que  ce  meme  organisme  central  exerce 
cette  fonction,  puisque  ces  responsabilites  exigent  la  meme  competence  et  sont 
interdependantes. 

6.42  //  faudrait  reviser  les  systemes  ministeriels  et  les  /aire  approuver  par  un 
organisme  central  afin  de  s'assurer  qu'ils  sont  conformes  aux  directives  du  Conseil  du  tresor  et 
aux  autres  instructions  qui  s'imposeraient  pour  assurer  un  controle  adequat  des  depenses,  des 
revenus  et  des  actifs. 
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VII  VERIFICATION  INTERNE 

7.1  Depuis  longtemps,  on  considere  la  verification  interne  comme  un  element 
important  du  processus  de  controle  de  la  gestion,  parce  qu'elle  permet  de  mesurer  l'efficaci- 
te  des  operations  financieres  et  autres.  Le  besoin  de  cet  element  de  controle  au  sein  de 
l'administration  federate  a  ete  davantage  mis  en  relief  en  1962,  lorsque  Glassco  a  recom- 
mande  que  la  gestion  des  ministeres  soit  chargee  d'implanter  et  d 'assurer  des  systemes 
convenables  de  verification  interne.  Le  Conseil  du  tresor  accepta  la  recommandation  et,  en 
1966,  formulait  une  politique  en  ce  sens,  qui  figure  dans  le  guide  de  Gestion  financiere 
publie  a  cette  epoque.  La  verification  interne  est  devenue  obligatoire  pour  tous  les  ministe- 
res, par  suite  des  directives  donnees  dans  le  nouveau  Guide  d 'administration  financiere 
pour  les  ministeres  emis  en  1973  pour  remplacer  le  precedent.  Dans  ces  directives,  le 
Conseil  du  tresor  enoncait  les  exigences  de  base  en  ce  qui  a  trait  aux  verifications  internes,  a 
leur  portee,  a  leur  frequence,  a  leur  independance  et  a  l'obligation  d'en  rendre  compte. 

7.2  Jusque-la,  les  verificateurs  internes  se  bornaient  a  mesurer  le  degre  de  confor- 
mite  aux  regies  prescrites  et  autres  directives  en  matiere  de  finances.  L'objectif  premier 
d'une  verification  financiere  consiste  a  obtenir  une  evaluation  independante  du  systeme  de 
gestion  et  de  controle  financiers  au  sein  d'un  ministere  ou  d'un  organisme,  afin  de  s'assurer 
qu'il  repond  a  toutes  les  exigences  en  ce  qui  concerne  la  nettete  des  affaires  financieres, 
l'obligation  de  rendre  des  comptes,  ainsi  que  le  controle  touchant  l'acquisition,  la  garde  et 
l'utilisation  des  ressources  financieres.  Ce  genre  devaluation  du  systeme  est  ordinairement 
etaye  d'examens  des  operations  comptables  et  autres,  afin  de  determiner  la  mesure  dans 
laquelle  le  personnel  ministeriel  respecte  les  directives. 

7.3  L'instauration  de  verifications  operationnelles  a,  recemment,  etendu  la  portee 
des  verifications  internes  dans  certains  ministeres.  Ces  verifications,  qui  ne  se  limitent  pas 
d 'habitude  aux  questions  d 'administration  financiere,  visent  a  evaluer  un  aspect  quelconque 
ou  l'ensemble  des  operations  ministerielles,  a  titre  de  service  offert  a  la  direction.  Leur 
ampleur  varie  sensiblement;  il  peut  tout  aussi  bien  s'agir  de  mesurer  le  rendement  des 
systemes  et  des  methodes  que  de  verifier  si  les  gestionnaires  font  un  emploi  utile  et  economi- 
que  de  leur  personnel,  de  leurs  actifs,  de  leurs  locaux,  etc.  Pareilles  verifications  pourraient 
meme  servir  a  juger  de  l'efficacite  des  programmes  mais,  dans  la  pratique,  on  n'a  guere 
essaye  d'effectuer  des  verifications  visant  a  etablir  si  les  ministeres  realisent  leurs  objectifs 
de  fa^on  efficace. 

7.4  Un  certain  nombre  de  ministeres  et  d'organismes  ont  recours  au  Bureau  des 
services  de  verification  (B.S.V.)  du  ministere  des  Approvisionnements  et  Services,  afin  qu'il 
fasse,  pour  leur  compte,  des  verifications  internes  et  execute  d 'autres  taches  de  meme 
nature,  par  exemple,  la  verification  de  sommes  payees  en  vertu  de  contrats  et  d 'accords.  Le 
Bureau  assure,  entre  autres,  des  services  de  verification  financiere  et  operationnelle,  dont  il 
convient  a  l'avance  de  la  nature  et  de  la  portee  avec  la  gestion  du  ministere.  Les  resultats  et 
constatations  en  sont  ensuite  communiques  directement  au  Ministere,  ou  a  l'organisme 
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interesse,  a  moins  que  le  mandat  du  B.S.V.  n'en  prevoit  expressement  une  plus  grande 
diffusion. 

7.5  La  Loi  sur  l'administration  financiere  confere  au  Conseil  du  tresor  la  respon- 
sabilite  generate  des  questions  liees  a  la  gestion  financiere.  Dans  le  cadre  de  ses  attributions, 
le  Secretariat  a  reuni,  recemment,  une  petite  equipe  chargee  d'evaluer  la  mesure  dans 
laquelle  les  ministeres  se  conforment  aux  recommandations  et  aux  directives  touchant  la 
fonction  financiere.  L'equipe  examine  periodiquement  le  systeme  d'administration  finan- 
ciere des  ministeres.  Elle  se  borne  a  etudier  les  systemes,  sans  tenter  d'en  evaluer  la  qualite 
de  l'application  d'une  maniere  qui  chevaucherait  l'activite  des  groupes  de  verificateurs 
internes  du  ministere  meme. 

7.6  Les  verifications  internes  des  ministeres  et  les  evaluations  du  Conseil  du  tresor 
s'effectuent  pour  le  compte  de  differents  groupes  de  gestion: 

les  verifications  internes,  qu'elles  soient  effectuees  par  le  personnel  ministeriel  ou  par 
le  B.S.V.,  ont  pour  but  de  fournir  aux  sous-chefs  l'assurance  que  les  personnes 
assumant  des  responsabilites  financieres  au  sein  de  leur  ministere  s'en  acquittent 
correctement;  et 

les  evaluations  du  Conseil  du  tresor  visent  a  etablir  si  les  systemes  financiers  des 
ministeres  protegent  bien  le  gouvernement. 

7.7  Chaque  type  d'examen  a  pour  objet  de  verifier  jusqu 'a  quel  point  les  systemes 
ministeriels  sont  satisfaisants.  Les  verifications  internes  des  ministeres  vont  plus  loin,  en  ce 
sens  qu'elles  verifient  l'application  des  systemes  par  l'examen  d'un  echantillonnage  de 
transactions. 

7.8  Dans  le  present  Rapport,  il  a  deja  ete  preconise  qu'un  organisme  central 
examine  les  systemes  ministeriels  de  controle  budgetaire  et  de  rapports  financiers,  ainsi  que 
les  controles  financiers  des  ministeres.  Cet  examen,  qui  engloberait  une  bonne  partie  du 
travail  que  fait  le  service  d 'evaluation  du  Secretariat  du  Conseil  du  tresor,  en  etendrait  la 
portee  du  fait  qu'il  imposerait  a  l'organisme  central  l'obligation  d'approuver  expressement 
les  systemes  selon  les  resultats  obtenus,  ou  de  differer  son  approbation.  On  pourrait  conside- 
rer  qu'il  s'agit  la  d'un  aspect  de  la  verification  interne,  et  la  maniere  dont  se  ferait  ce  genre 
d'examen  est  etudiee  plus  a  fond  dans  le  dernier  chapitre  du  present  Rapport.  Ce  chapitre- 
ci  traite  surtout  des  genres  de  verification  interne  qui  relevent  de  l'autorite  des  sous-chefs. 

7.9  Voici  un  resume  des  principaux  sujets  d 'inquietude  qui  ont  ete  notes  en  ce  qui 
regarde  la  verification  interne: 

dans  certains  ministeres  il  ne  se  fait  aucune  verification  interne; 

souvent,  les  verificateurs  internes  participent  a  l'elaboration  et  a  la  mise  sur  pied  de 
systemes,  ce  qui  risque  de  les  detourner  de  leur  tache  propre  ou  de  nuire  a  leur 
aptitude  a  s'en  acquitter; 
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-  plusieurs  aspects  de  la  verification  interne  laissent  a  desirer  a  plusieurs  egards, 
semble-t-il.  Dans  certains  cas,  des  verificateurs  effectuant  des  travaux  dans  les  re- 
gions n'ont  pas  pu  evaluer  les  controles  internes  ni  faire  la  verification  complemen- 
taire  de  certaines  transactions  amorcees  ou  achevees  dans  des  services  du  bureau 
principal; 

-  il  n'y  a  pas  d'uniformite  d'un  ministere  a  l'autre  quant  a  la  portee  des  verifications 
internes;  certains  groupes  de  verificateurs  internes  effectuent  des  verifications  finan- 
cieres superficielles,  tandis  que  d'autres  s'adonnent  activement  a  la  verification  de 
type  operationnel; 

-  les  rapports  hierarchiques  entre  la  direction  des  ministeres  et  les  groupes  de  verifica- 
tion interne  ne  sont  pas  uniformes.  Plusieurs  groupes  relevent  d'un  agent  financier  en 
chef,  ce  qui  peut  reduire  l'efficacite  des  verifications; 

dans  bien  des  cas,  la  formation  des  verificateurs  internes  se  borne  a  l'experience  que 
ceux-ci  acquierent  au  travail;  et 

les  groupes  de  verificateurs  internes  n'ont  souvent  qu'une  connaissance  limitee  des 
exigences  du  Conseil  du  tresor. 

7.10  Les  faiblesses  resumees  ci-dessus  font  ressortir  la  necessite  d'attacher  plus 
d'importance  aux  verifications  financieres  internes.  II  ne  s'agit  pas  d'en  modifier  l'objectif 
de  base,  qui  est  de  fournir  a  la  direction  une  appreciation  independante,  mais  interne,  de  la 
legalite,  de  l'efficacite  et  du  rendement  des  travaux  ministeriels  d 'administration  financiere. 
Les  groupes  de  verificateurs  internes  devraient  travailler  pour  les  sous-chefs  et  relever  d'eux. 
Un  eventail  complet  de  normes  de  verification  interne,  notamment  celles  que  contient  le 
Guide  d'administration  financiere  du  Conseil  du  tresor,  devrait  etre  applique  par  les 
ministeres,  avec  surveillance  centralisee,  afin  d'obtenir  une  verification  interne  d'ampleur 
suffisante. 

7.11  II  serait  a  propos  que  l'organisme  central  charge  d'examiner  les  systemes 
ministeriels  au  nom  du  gouvernement  assume  egalement  la  responsabilite  de  coordonner 
Felaboration  de  mecanismes  ameliores,  aux  fins  de  la  verification  interne.  A  cet  egard,  on 
envisage  que  cet  organisme: 

-  etablirait  des  normes  minimales  concernant  la  portee  et  Pampleur  des  verifications 
internes  au  sein  des  ministeres  et  des  organismes; 

-  recevrait  de  la  part  des  verificateurs  ministeriels  internes  des  rapports  indiquant  la 
mesure  dans  laquelle  les  elements  examines  sont  conformes  aux  directives  financieres 
de  la  haute  gestion;  et 

-  organiserait  des  examens  de  l'efficacite  de  la  verification  interne  dans  les  ministeres 
et  les  organismes. 

Cette  facpn  d'agir  renforcerait  sensiblement  l'activite  de  la  verification  interne  dans  les 
ministeres.  L'autorite  ministerielle  en  matiere  de  verification  resterait  neanmoins  intacte, 
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pourvu  que  les  verificateurs  internes,  collaborant  directement  au  travail  d'un  ministere  ou 
6tant  retenus  par  le  B.S.V.,  recoivent  leur  mandat  directement  du  sous-chef,  qui  approuve- 
rait  tous  les  ans  les  projets  de  verification  et  agirait  ensuite  selon  les  resultats  obtenus. 

7.12  L'organisme  central  du  gouvernement  charge  de prescrire  les  normes,  la portee 

et  I'ampleur  des  verifications  financieres  des  ministeres  devrait  insister  davantage  sur  la 
necessite  qu'il y  a  de  surveiller  la  verification  interne  des  ministeres  en  vue  de  susciter  un  plus 
grand  respect  des  normes. 
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VIII  PERSONNEL  FINANCIER 

8.1  Ce  n'est  qu'avec  un  personnel  financier  possedant  la  competence  necessaire 
que  la  qualite  de  la  gestion  et  du  controle  financiers  au  sein  du  gouvernement  atteindra  un 
niveau  acceptable.  C'est  pourquoi  nous  avons  examine  les  questions  de  personnel  qui 
touchent  la  gestion  et  le  controle  financiers.  De  nombreuses  observations  decoulent  de 
certaines  etudes  faites  dans  les  ministeres  et  les  organismes  centraux.  Ces  observations 
portent  sur  les  points  suivants:  le  statut  de  l'administration  financiere  au  sein  du  gouverne- 
ment; les  titres  de  competence  des  personnes  et  le  besoin  d'un  leadership  et  d'une  direction 
plus  fermes  pour  tous  ceux  qui  participent  a  la  gestion  et  au  controle  financiers. 

ADMINISTRATION  FINANCIERE  AU  SEIN  DU  GOUVERNEMENT 

8.2  La  « gestion  des  finances »  (Groupe  FI)  comprend  maintenant  des  postes  dont 
les  titulaires  s'occupent  de  «planifier,  d'appliquer  et  de  controler  des  pratiques,  systemes  et 
methodes  de  gestion  comptable,  budgetaire  et  financiere  necessaires  au  fonctionnement  et  a 
l'execution  efficaces  des  programmes  et  activites  de  l'Etat;  d 'analyser  les  projets  de  depen- 
ses  des  ministeres;  de  formuler  des  conseils  sur  l'utilisation  des  ressources  financieres».  Ce 
groupe  comprend  un  tres  grand  nombre  d 'employes,  soit  environ  1,600  personnes,  qui 
participent  de  facpn  ininterrompue  a  la  gestion  et  au  controle  financiers  dans  tous  les 
secteurs  d'activite  du  gouvernement  du  Canada.  Cependant,  bon  nombre  d 'administrate urs 
financiers  appartiennent  a  d'autres  groupes  professionnels  que  le  groupe  FI,  et  cela  pour 
bien  des  raisons,  notamment  parce  que  leurs  fonctions  touchent  d'autres  domaines. 

8.3  La  direction  de  la  politique  administrative  et  la  direction  de  la  politique  du 
personnel,  du  Secretariat  du  Conseil  du  tresor,  ainsi  que  la  Commission  de  la  Fonction 
publique,  ont  entrepris,  depuis  1971,  des  etudes  portant  expressement  sur  le  groupe  FI.  Bien 
que  Ton  ait  cerne  plusieurs  problemes  et  preconise  diverses  solutions  possibles,  les  efforts 
deployes  pour  remedier  a  certaines  lacunes  generalement  reconnues  ont  ete  vains.  Recem- 
ment,  la  direction  de  la  politique  du  personnel  a  revise  des  postes  reperes  pour  la  classifica- 
tion des  postes  FI. 

8.4  II  existe  deux  types  de  faiblesses  dans  la  classification  des  postes  afferents  a  la 
gestion  des  finances.  Certaines  decoulent  des  normes  de  classification  qui  ne  satisfont  pas 
aux  exigences  actuelles  du  gouvernement  federal  en  matiere  de  gestion  et  de  controle 
financiers.  D'autres  tiennent  a  l'interpretation  de  l'evaluateur  qui,  parfois,  s'ecarte  de 
l'esprit  des  normes.  Dans  une  organisation  aussi  importante  que  celle  de  FAdministration 
federate,  Papplication  incoherente  des  normes  peut  avoir  de  lourdes  consequences,  puis- 
qu'elle  entraine  une  mutation  inutile  de  personnel  d'un  ministere  a  l'autre,  sans  compter  les 
nombreux  mecontentements  attribuables  a  des  injustices  manifestes. 

8.5  Le  groupe  FI  se  compose  de  deux  categories  de  fonctionnaires;  ceux  qui  ont 
de  l'experience  sans  avoir  la  formation  scolaire  voulue,  et  ceux  qui  ont  une  formation 
universitaire  ou  professionnelle.  Les  perspectives  de  carriere  sont  bien  differentes  pour  ces 
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deux  groupes.  La  plupart  des  titulaires  de  postes  FI  ayant  des  diplomes  universitaires  ou  des 
titres  de  competence  professionnelle  se  trouvent  aux  niveaux  superieurs  de  la  classification, 
tandis  que  ceux  qui  n'ont  pas  cette  formation  occupent  des  postes  de  plus  en  plus 
subalternes. 

8.6  Etant  donne  que  les  normes  n 'exigent  pas  de  diplome  universitaire  ou  de 
statut  professionnel  pour  les  postes  de  niveaux  inferieurs,  on  y  pourvoit  par  un  personnel 
inapte  a  l'avancement  faute  destruction  suffisante.  En  raison  de  demandes  expresses  des 
gestionnaires  dont  relevent  les  titulaires  des  postes  de  niveau  FI-5  ou  superieurs,  on  exige 
souvent  que  ceux-ci  possedent  un  diplome  universitaire  ou  soient  membres  d'un  organisme 
de  comptables  reconnu,  de  sorte  que  les  titulaires  des  postes  de  niveaux  inferieurs  a  celui  de 
FI-5  doivent  passer  a  d'autres  groupes  s'ils  veulent  continuer  a  avancer. 

8.7  II  faut  necessairement  posseder  une  formation  post-secondaire  pour  acceder  a 
bon  nombre  de  postes  FI,  bien  que  la  qualification  minimale  requise  soit  telle  que,  en 
principe,  les  personnes  sans  formation  scolaire  adequate  y  sont  admissibles.  En  1974,  38% 
des  FI  possedaient  une  certaine  competence  professionnelle  et  plus  de  50%  avaient  un  grade 
universitaire  ou  une  qualification  professionnelle,  ou  les  deux.  Cela  tient  sans  doute  au  fait 
que  les  gestionnaires  exigent  des  instruments  de  travail  plus  perfectionnes,  tels  que  des 
systemes  d'information,  des  analyses  de  cout  et  des  techniques  de  prevision.  II  semble  done 
que  l'administrateur  financier  doive  avoir  les  qualites  necessaries  pour  elaborer  et  utiliser 
des  systemes  permettant  de  controler  d'importantes  ressources  financieres,  raeme  si  le 
groupe  dont  il  fait  partie  n'insiste  guere  sur  cet  aspect  du  travail  dans  ses  normes  de 
selection. 

8.8  Le  groupe  FI  a  souffert  de  ce  qu'il  est  convenu  d'appeler  le  syndrome  des 
deux  niveaux.  Meme  si  les  normes  de  classification  ne  l'exigeaient  pas,  bon  nombre  de 
personnes  avaient  la  ferme  conviction  qu'un  subordonne  devait  etre  place  a  deux  niveaux 
au-dessous  de  son  surveillant  immediat.  Nous  croyons  savoir  que  les  nouvelles  normes  de 
classification  en  voie  d'etablissement  supprimeront  tout  malentendu  a  ce  sujet. 

8.9  Lorsqu'il  determine  les  qualites  requises  pour  acceder  aux  postes  qu'il  offre^le 
service  public  ne  fait  pas  de  difference  entre  un  diplome  universitaire  de  base  (B.A.,  B. 
Comm.)  et  l'affiliation  a  une  association  de  comptables  avec  ou  sans  diplome  universitaire; 
dans  le  secteur  prive,  par  contre,  la  plupart  des  systemes  d 'evaluation  des  emplois  recon- 
naissent  presque  toujours  qu'un  diplome  universitaire  possedant  une  appellation  de  C.A. 
equivaut  a  un  diplome  et  deux  annees  d 'experience,  ou  a  un  diplome  d 'etudes  superieures 
plus  une  annee  d 'experience. 

8.10  Dans  les  services  de  l'Etat,  bon  nombre  de  comptables  professionnels  optent 
pour  des  domaines  non  lies  a  la  gestion  et  au  controle  financiers.  Cela  tient  surtout  a  ce  que 
les  normes  de  classification  pour  le  groupe  FI  ne  tiennent  pas  suffisamment  compte  des 
titres  de  competence  professionnelle.  Plutot  que  de  placer  le  groupe  FI  sur  le  meme  pied  que 
les  groupes  professionnels  des  economistes  et  des  avocats,  on  l'inclut  dans  les  groupes  non 
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professionnels.  L'utilite  des  administrateurs  financiers  de  l'Etat  depend  non  seulement  de 
leur  competence,  mais  aussi  de  lew  degre  de  professionnalisme.  Pour  bien  remplir  leurs 
roles,  ces  administrateurs  doivent  posseder  une  connaissance  approfondie  des  pratiques 
comptables  et  financieres  et,  surtout,  un  degre  de  conscience  professionnelle  qui  les  porte  a 
respecter  les  politiques  gouvernementales  visant  la  budgetisation  et  la  depense  des  fonds 
publics,  tout  en  secondant  les  gestionnaires  dont  ils  relevent  directement. 

8.11  Une  etude  en  profondeur  s'impose  pour  trouver  des  solutions  satisfaisantes 
aux  nombreux  problemes  dont  on  a  reconnu  l'existence  dans  l'administration  financiere.  En 
tant  que  tel,  le  groupe  FI  pourrait  etre  maintenu,  a  condition  de  le  redefinir  afin  de  mieux 
l'adapter  aux  besoins  actuels.  D'autre  part,  on  pourrait  l'utiliser  pour  pourvoir  a  tous  les 
postes  non  professionnels  que  comporte  la  gestion  financiere,  et  former  un  autre  groupe 
distinct  de  comptables  professionnels.  En  rassemblant  la  majorite  des  comptables  profes- 
sionnels, y  compris  ceux  qui  participent  a  des  programmes  de  verification  et  de  gestion 
financiere,  on  obtiendrait  un  groupe  qui  se  preterait  plus  aisement  a  de  vastes  programmes 
de  formation  et  de  deroulement  de  carriere,  ce  qui  ameliorerait  la  qualite  du  personnel. 
Tout  compte  fait,  cette  solution  semble  la  meilleure. 

8.12  Ces  mesures  ne  doivent  pas  etre  considerees  comme  des  solutions  ideales  aux 
problemes  de  l'heure,  mais  plutot  comme  une  indication  de  la  complexity  et  de  l'etendue  du 
probleme,  et  comme  un  effort  en  vue  d'ameliorer  la  situation  actuelle. 

8.13  II  faudrait  entreprendre  une  etude  exhaustive  des  systemes  de  personnel  qui 
concernent  expressement  les  administrateurs  financiers,  en  vue  d'examiner  V opportunity  qu'il 
y  aurait  de  const  it  uer  un  groupe  de  comptables  professionnels,  assez  considerable  pour  repon- 
dre  aux  besoins  actuels  etfuturs  de  la  gestion  et  du  contrdle  financiers  de  l'Etat. 

DOTATION  EN  PERSONNEL  DE  LA  FONCTION  FINANCIERE 

8.14  La  decentralisation  de  la  responsabilite  financiere  intervenue  vers  la  fin  des 
annees  60  a  engendre  le  besoin  d 'administrateurs  financiers  plus  nombreux  et  plus  compe- 
tents,  pour  seconder  les  gestionnaires  de  l'Etat.  Le  role  fondamental  du  personnel  financier 
a  pris  une  nouvelle  dimension  par  suite  de  l'importance  accrue  que  revetent  l'etablissement 
de  systemes  de  comptabilite  des  prix  de  revient,  les  analyses  budgetaires  et  les  fonctions 
consultatives.  L'administrateur  financier  des  annees  passees  n'etait  souvent  qu'un  fonction- 
naire  ayant  une  experience  de  generaliste  en  matiere  d 'administration,  mais  aujourd'hui  les 
dirigeants  des  ministeres  exigent  de  leurs  collaborateurs  un  niveau  de  competence  que,  dans 
bien  des  cas,  on  ne  trouve  que  chez  ceux  qui  ont  re^u  une  formation  specialised  a  l'universite 
ou  dont  les  appellations  leur  donnent  acces  a  des  associations  de  comptables  reconnues. 

8.15  Ces  facteurs  ont  fait  naitre  bien  des  possibilites  pour  les  administrateurs 
financiers,  ce  qui  explique  l'indice  eleve  de  rotation  au  sein  du  groupe  FI.  Dans  certains 
ministeres,  le  taux  de  vacances  de  postes  financiers  atteint  parfois  35%  et  l'indice  de 
rotation  annuel  de  leur  personnel  financier  va  jusqu'a  45%. 
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8.16  Dans  le  domaine  de  la  gestion  financiere,  les  besoins  se  sont  accrus  a  mesure 
que  les  ministeres  ont  decentralise  leurs  exploitations  et  qu'il  leur  a  fallu  plus  de  personnel 
pour  relever  le  defi  nouveau.  Les  donnees  de  la  Commission  de  la  Fonction  publique 
indiquent  que  la  demande  est  superieure  a  l'offre  pour  le  groupe  FI;  au  debut  de  1974,  la 
Commission  prevoyait  qu'il  manquerait  environ  250  administrateurs  financiers  au  31  mars 
1975.  Selon  les  observations,  le  probleme  s'aggravera  lorsque  les  ministeres  tenteront 
d'ameliorer  la  qualite  actuelle  de  la  gestion  et  du  controle  financiers. 

8.17  La  responsabilite  accrue  des  agents  de  programmes  ministeriels  influe  direc- 
tement  sur  le  nombre  requis  d 'administrateurs  financiers.  La  nature  de  plus  en  plus  com- 
plexe  des  taches  assignees  aux  agents  de  programmes  et  l'elargissement  de  la  plupart  des 
operations  creent  le  besoin  d'ameliorer  la  qualification  du  personnel  financier. 

8.18  La  rotation  considerable  qui  se  produit  au  sein  du  groupe  FI  nuit  serieuse- 
ment  a  la  gestion  et  au  controle  financiers.  L 'elaboration  de  systemes  est  particulierement 
reduite  dans  les  ministeres.  Le  manque  de  stabilite  du  personnel  financier  entraine  une 
perte  d'efficacite,  parce  qu'il  faut  recommencer  souvent  le  processus  d 'initiation.  On  a  vu, 
dans  certains  cas,  un  nouvel  employe  reprendre,  depuis  le  debut,  des  travaux  deja  faits.  On 
a  egalement  note  des  cas  de  gaspillage  sous  la  forme  de  travaux  laisses  en  plan  par  suite 
d'un  changement  de  personnel. 

8.19  En  raison  de  l'indice  de  rotation  eleve  et  de  la  rapidite  avec  laquelle  les 
employes  passent  d'un  poste  a  l'autre,  il  est  particulierement  difficile  d'evaluer  le  rende- 
ment  du  personnel  financier  et  les  besoins  de  celui-ci  sur  le  plan  de  la  formation  et  du 
perfectionnement.  Dans  les  circonstances  actuelles,  certains  employes  peuvent  avancer  sans 
subir  d'examens  pertinents,  et  il  s'en  trouve  qui  ont  accede  a  des  postes  exigeant  plus  de 
competence  qu'ils  n'en  possedent.  Pareil  etat  de  choses  se  produit  en  periode  de  forte 
demande,  ou  il  est  tres  difficile  de  trouver  une  personne  plus  competente  pour  occuper  un 
poste,  et  la  qualite  de  la  gestion  et  du  controle  financiers  au  service  public  s'en  ressent 
beaucoup. 

8.20  II  est  probable  que  la  demande  de  FI  continuera  d'augmenter  a  tout  le  moins 
pendant  plusieurs  annees,  c'est-a-dire  jusqu'a  ce  que  les  ministeres  et  les  organismes  aient 
acheve  le  processus  de  decentralisation  amorce  a  la  fin  des  annees  60.  Et  la  penurie 
s'accentuera  d'autant  plus  que  les  ministeres  chercheront  a  atteindre  une  qualite  sans  cesse 
croissante  de  gestion  et  de  controle  financiers. 

8.21  Un  examen  approfondi  devrait  etre  entrepris  pour  etablir  quels  sont  les  besoins 
de  VEtat  en  fait  de  personnel  de  gestion  financiere,  par  genre  et  niveau,  ainsi  que  pour  elaborer 
un  programme  visant  aparcr  a  la  penurie  actuelle. 

LEADERSHIP  DE  L'ADMINISTRATION  FINANCIERE 

8.22  Avant  la  mise  sur  pied  de  la  Commission  Glassco,  l'administration  financiere 
gravitait,  en  majeure  partie,  autour  du  Controleur  du  tresor.  Depuis  1969,  toutefois,  il  s'est 
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produit  une  importante  dispersion.  Dans  le  passe,  la  plupart  des  gestionnaires  ministeriels 
n'avaient  guere  d'autorite  en  matiere  de  finances,  tandis  qu'aujourd'hui  le  pouvoir  deci- 
sionnel,  dans  la  plupart  des  questions  financieres,  est  largement  delegue.  Ainsi,  les  agents 
financiers  des  ministeres  sont  non  seulement  plus  disperses,  mais  soumis  a  des  pressions 
sensible ment  plus  fortes  exigeant  un  haut  degre  d 'aptitude,  de  competence  et  d'integrite 
professionnelle.  lis  doivent  fournir,  sur  une  base  plus  autonome  et  sous  reserve  des  instruc- 
tions de  leurs  superieurs  immediats,  un  niveau  satisfaisant  de  gestion  et  de  controle  finan- 
ciers propres  a  servir  les  interets  vitaux  du  Parlement,  de  l'Etat  et  de  la  haute  administra- 
tion de  leur  ministere.  II  est  essentiel  de  trouver  une  source  d 'orientation  et  de  direction  afin 
d'etablir  les  normes  de  competence  et  d'integrite  professionnelles  applicables  dans  tous  les 
services  du  gouvernement. 

8.23  La  division  de  l'administration  financiere  de  la  direction  de  la  politique 
administrative  du  Secretariat  du  Conseil  du  tresor  est  maintenant  l'unique  organisme  vers 
lequel  les  comptables  du  gouvernement  peuvent  se  tourner  pour  obtenir  conseils  et  direc- 
tion. Cependant,  la  division  ne  peut  guere  influer  sur  leur  carriere  et  sur  leur  perfectionne- 
ment,  sauf  par  l'elaboration  de  politiques  generates  et  1'evaluation  des  systemes  dont  ils 
sont  charges.  Souvent,  les  agents  financiers  des  ministeres  ont  davantage  de  rapports  avec  la 
direction  des  programmes,  qui  est  tenue  de  donner  des  conseils  en  ce  qui  touche  les 
demandes  de  credits,  etant  donne  que  les  gestionnaires  dont  relevent  ces  agents  se  preoccu- 
pent  plus  d 'avoir  un  personnel  capable  d 'obtenir  des  ressources  qu'un  personnel  pouvant 
controler  les  depenses. 

8.24  Voici,  en  bref,  les  difficultes  que  comporte  la  dotation  en  personnel: 

penurie  de  personnel  possedant  une  formation  financiere.  Cela  tient,  en  partie,  a 
l'insuffisance  du  recrutement  et,  en  partie,  a  Pincapacite  de  retenir  le  personnel 
affecte  aux  travaux  de  gestion  et  de  controle  financiers; 

-  echec  au  chapitre  de  la  formation  et  du  perfectionnement  du  groupe  FI; 

inaptitude  a  exercer  une  surveillance  centralisee  et  a  conseiller  les  ministeres  quant  a 
la  qualification  et  aux  titres  de  competence  de  leur  personnel  ou  des  candidats  aux 
postes  financiers;  et 

-  mauvais  climat  au  sein  du  groupe  FI,  probablement  attribuable  au  peu  d 'occasions 
de  perfectionnement  et  a  l'impression  qu'a  ce  groupe  qu'aucun  fonctionnaire  d'un 
niveau  superieur  ne  s'interesse  a  lui. 

8.25  En  d'autres  termes,  les  administrateurs  (sous-chefs  et  gestionnaires  subordon- 
nes)  n'obtiennent  pas  d 'informations  suffisantes  sur  le  rendement  de  leur  personnel  FI.  Ils 
ne  sont  done  pas  en  mesure  d 'exercer  les  fonctions  bien  definies  qui  leur  sont  assignees  sur 
le  plan  de  la  gestion  et  du  controle  financiers. 
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8.26  L'administration  financiere  a  perdu  de  l'importance,  parce  que  le  Conseil  du 
tr6sor  ne  1'appuie  pas  assez  et  que  le  leadership  qui  lui  fournirait  les  moyens  et  la  capacite 
necessaires  pour  repondre  aux  besoins  des  administrateurs  lui  fait  defaut. 

M.  Glassco  a  dit: 

«Le  bureau  central  doit  cependant  porter  son  attention  au-dela  du  poste  de  sous-ministre  et 
prendre  en  consideration  la  formation  et  l'affectation  des  autres  administrateurs  aux  echelons 
superieurs  de  la  fonction  publique.  Afin  d 'assurer  la  formation  et  la  repartition  rationnelle  de 
ce  personnel  dans  tous  les  secteurs  du  gouvernement,  la  direction  centrale  doit  s'occuper 
activement  des  nominations  et  des  mutations  a  certains  postes  dans  chaque  ministere. 

Son  attention  doit  se  porter  d'abord  sur  les  postes  qui  suivent  immediatement  celui  de  sous- 
ministre  dans  l'echelle  hierarchique.  Les  mutations  qui  s'effectuent  a  ce  niveau  dans  les 
ministeres  fournissent  aux  titulaires  la  derniere  occasion  d'elargir  leur  champ  d 'experience  et 
leurs  horizons,  condition  essentielle  a  l'epanouissement  de  leurs  aptitudes  administratives. 

II  convient  d'ajouter  quelques  remarques  a  propos  de  deux  autres  hauts  fonctionnaires  qu'on 
trouve  dans  chaque  ministere:  le  directeur  des  finances  et  le  directeur  du  personnel.  Ce  sont 
les  deux  fonctionnaires  les  plus  directement  interesses  a  l'affectation  du  personnel  et  des  fonds 
publics  et  a  la  mise  en  oeuvre  de  la  politique  generate  et  des  normes  que  le  gouvernement 
veut  appliquer  a  1  'administration.  La  rotation  de  ces  hauts  fonctionnaires  parmi  les  ministeres 
et  au  sein  du  Conseil  du  tresor  est  le  moyen  le  plus  efficace  d 'assurer  1 'application  systemati- 
que,  dans  toute  la  fonction  publique,  de  la  politique  et  des  normes  generates. 

De  plus,  il  est  important  que  ces  deux  hauts  fonctionnaires  aient  le  sentiment  que  leur  carriere 
future  se  fonde  surtout,  mais  non  exclusivement,  sur  1 'evaluation  de  leur  rendement  par  le 
personnel  du  Conseil  du  tresor  plutot  que  sur  leur  aptitude  a  plaire  aux  chefs  de  leurs 
ministeres.  lis  doivent  etre  a  tous  egards  membres  de  leurs  ministeres  respectifs  et  se  conside- 
rer  comme  tels:  ils  ne  sauraient  etre  autorises  a  apposer  leur  veto  aux  decisions  de  leurs  chefs, 
ce  qui  pourrait  compromettre  l'autorite  et  les  responsabilites  attachees  aux  postes  de  ministre 
et  de  sous-ministre.  Mais  en  fait,  ils  incarneraient  la  presence  de  1  'autorite  centrale  au  sein  de 
leurs  ministeres,  et  leur  hesitation  a  accepter  les  lignes  de  conduite  proposees  par  leurs  chefs 
devrait  peser  dans  la  balance  et  ne  pourrait  etre  ecartee  a  la  legere. 

Pour  les  postes  qui  suivent  immediatement  ceux  de  sous-ministre  et  de  directeurs  des  finances 
et  du  personnel  dans  l'echelle  hierarchique,  il  est  propose  que  le  Conseil  du  tresor,  lorsque  la 
perspective  d'une  vacance  ou  que  sa  propre  evaluation  des  besoins  l'exige,  amorce  des 
entretiens  avec  les  ministeres  interesses  en  vue  d 'assurer  la  formation  et  l'affectation  la  plus 
rationnelle  possible  des  administrateurs  superieurs  dans  toute  la  fonction  publique.  Les 
nominations  a  ces  postes  devraient  etre  soumises  a  1 'approbation  du  Conseil  du  tresor. 

En  plus  de  ses  obligations  precises  a  l'egard  de  ces  postes  eleves,  le  Conseil  du  tresor,  de 
concert  avec  les  ministeres,  aurait  la  responsabilite  generate  de  decouvrir  et  de  former  les 
fonctionnaires  particulierement  doues  occupant  des  postes  intermediates  dans  l'administra- 
tion. II  doit  aussi,  par  revaluation  du  rendement,  s'assurer  que  les  ministeres  eux-memes 
attachent  l'importance  requise  a  la  formation  et  a  l'affectation  appropriee  de  tout  leur 
personnel.  De  plus,  au  sein  d'une  organisation  d 'aussi  grande  envergure  que  la  fonction 
publique,  il  y  a  danger  constant  que  des  fonctionnaires  soient  immobilises  dans  des  emplois 
sans  avenir;  le  personnel  du  ministere  en  cause  et  celui  du  Conseil  du  tresor  doit  prendre 
toutes  les  precautions  necessaires  pour  empecher  la  formation  de  ces  Hots  de  mecontentement 
et  pour  ouvrir  de  nouveaux  horizons  aux  fonctionnaires  doues  qui  sont  cantonnes  dans  des 
postes  isoles  ou  affectes  a  des  travaux  qui  leur  repugnent». 

Si  Ton  avait  applique  ces  principes  et  si  le  Secretariat  du  Conseil  du  tresor  s'etait  acquitte 
de  son  role,  la  situation  actuelle  ne  se  serait  peut-etre  pas  produite. 

8.27  L'efficacite  de  la  gestion  et  du  controle  financiers  depend  en  grande  partie  du 
niveau  de  competence  de  ceux  qui  y  participent  essentiellement.  II  est  indubitable  qu'un 
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organisme  ayant  l'envergure  et  la  complexite  de  l'administration  federate  a  besoin  d'un 
personnel  comptable  professionnel  tres  competent. 

8.28  Si  Ton  donnait  un  statut  officiel  au  groupe  de  comptables  professionnels 
federaux,  dont  il  est  question  ci-dessus,  on  contribuerait  beaucoup  a  renforcer  le  role  du 
comptable  professionnel  au  sein  du  gouvernement,  pourvu  que  le  groupe  beneficie  d'un 
leadership  efficace.  Ce  leadership  pourrait  etre  assure  par  un  organisme  central  de  l'Etat, 
possedant  l'autorite,  le  prestige  et  l'autonomie  que  propose  le  dernier  chapitre  du  present 
Rapport. 

8.29  Le  present  chapitre  fait  ressortir  le  besoin  de  relever  la  qualite  de  l'adminis- 
tration financiere,  d'ameliorer  son  moral  et,  partant,  son  utilite,  et  d'en  retablir  l'importan- 
ce  en  tant  qu'element  de  valeur  de  l'administration  gouvernementale.  II  s'agit  d'offrir  aux 
gestionnaires  un  service  de  soutien  energique  et  competent.  Cela  ne  diminuera  pas  l'autorite 
ni  la  responsabilite  des  gestionnaires,  mais  leur  fournira  les  instruments  qu'il  leur  faut  pour 
accomplir  leur  travail.  En  meme  temps,  la  gestion  et  le  controle  financiers  centralises,  dont 
on  a  souligne  sans  cesse  le  besoin  dans  le  present  Rapport,  seront  grandement  facilites  si 
l'ensemble  de  la  fonction  financiere  est  contitue  d'un  groupe  d 'employes  efficaces  et  bien 
formes. 

8.30  II  faudrait  confier  a  un  organisme  central  du  gouvernement  qui  aurait  les 
connaissances  voulues  pour  s'assurer  que  les  ministeres  soient  dotes  d'un  personnel  financier 
competent,  la  tache  d'aider  la  Commission  de  la  Fonction  publique  dans  les  questions  reliees  a 
la  formation  du  personnel  des  services  financiers,  de  surveiller  le  deroulement  de  leur  carriere 
et  de  donner  des  conseils  en  ce  qui  touche  la  competence  necessaire  a  leur  avancement. 
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IX  RESPONSABILITE  DE  LA  GESTION  ET  DU  CONTROLE  FINANCIERS 

AU  SEIN  DES  MINISTERES 

9.1  La  Loi  sur  l'administration  financiere  attribue  clairement  aux  sous-chefs  la 
plupart  des  responsabilites  en  matiere  de  gestion  et  de  controle  financiers  au  sein  de  leurs 
ministeres.  Dans  le  present  Rapport  nous  ne  cherchons  pas  du  tout  a  modifier  ces  responsa- 
bilites, qui  s'imposent  pour  que  les  sous-chefs  puissent  etre  entierement  comptables  aux 
ministres  dont  ils  relevent,  au  Premier  ministre  qui  les  nomme  et  au  Conseil  du  tresor  qui 
assume  la  responsabilite  collective  de  l'administration  financiere  dans  l'ensemble  du  gou- 
vernement.  Les  propositions  contenues  dans  le  present  chapitre  concernent  surtout  le  besoin 
de  liens  organiques  appropries  dans  les  ministeres,  afin  que  le  personnel  financier  soit  en 
mesure  de  preter  aux  sous-chefs  l'appui  dont  ils  ont  besoin  et  qu'ils  sont  en  droit  d'attendre. 

9.2  II  est  manifeste  que  les  sous-chefs  n'ont  pas  reconnu  suffisamment  l'etendue 
considerable  des  pouvoirs  financiers  qu'ils  detiennent  en  vertu  de  la  Loi  sur  l'administration 
financiere,  ni  de  ceux  qui  leur  ont  ete  delegues  par  le  Conseil  du  tresor.  II  arrive  trop  souvent 
qu'ils  attribuent  les  faiblesses  existant  dans  leurs  propres  systemes  aux  contraintes  imposees 
par  les  organismes  centraux.  II  serait  peut-etre  utile  que  le  gouvernement  canadien  adopte 
la  pratique  suivie  au  Royaume-Uni  selon  laquelle  les  « agents  comptables »  nommes  par  le 
Tresor  sont  charges  de  proteger  les  fonds  publics  et  de  veiller  a  ce  qu'ils  soient  depenses  de 
facon  legitime  et  justifiee.  Dans  l'application  de  cette  pratique  au  pays,  comme  c'est  le  cas 
au  Royaume  Uni,  il  conviendrait  de  nommer  le  sous-chef  « agent  comptable».  En  agissant 
ainsi,  on  reconnaitrait  ofrkiellement  le  pouvoir  considerable  presentement  delegue  aux 
sous-chefs  en  vertu  de  la  Loi  sur  l'administration  financiere  et  par  le  Conseil  du  tresor.  On 
reconnaitrait  aussi  que  les  responsabilites  financieres  et  autres  charges  administratives  sont 
interdependantes  et  ne  sauraient  etre  integrees  que  par  les  sous-chefs  ou  par  un  agent  de 
rang  equivalent.  L'adoption  de  cette  pratique  au  Canada,  bien  que  partiellement  symboli- 
que  peut-etre,  ferait  ressortir  la  responsabilite  du  sous-chef  en  ce  qui  touche: 

tous  les  aspects  de  l'administration  financiere  au  sein  de  son  ministere; 

1 'elimination  du  gaspillage  et  de  l'extravagance; 

-  la  dotation  en  personnel  appropriee,  en  vue  d'assurer  que  les  autorisations  financie- 
res qu'il  delegue  sont  utilisees  avec  efrkacite; 

-  la  protection  des  biens  publics  de  tous  genres;  et 

-  l'assurance  que  les  imputations  aux  affectations  de  credit  sont  conformes  aux  fins  et 
conditions  pour  lesquelles  elles  ont  ete  accordees  par  le  Parlement. 

9.3  Au  Royaume-Uni,  les  «principaux  agents  financiers»  sont  nommes  pour 
aider  chaque  « agent  comptable».  Leur  influence  au  sein  des  ministeres  tient  non  seulement 
au  fait  qu'ils  ont  un  acces  direct  aupres  de  leurs  « agents  comptables »,  mais  aussi  au  fait 
qu'il  est  generalement  admis  que  leur  role  est  de  veiller  a  ce  que  les  actes  ministeriels  soient 
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justifiables,  si  des  questions  d'irregularites  financieres  sont  soulevees  devant  le  Comite  des 
Comptes  publics  par  mon  homologue  britannique,  le  Controleur  et  Auditeur  general. 

9.4  Le  present  chapitre  traite  de  la  structure  de  la  gestion  et  du  controle  financiers 
au  sein  des  ministeres.  II  fait  ressortir  essentiellement  la  facon  dont  le  personnel  financier 
seconde  les  sous-chefs  et  les  autres  gestionnaires  responsables  de  programmes,  dans  la 
gestion  et  le  controle  appropries  des  ressources  financieres. 

STRUCTURES  DE  LORGANISATION  MINISTERIELLE 

9.5  La  facon  dont  on  organise  les  services  financiers  et  dont  les  fonctionnaires 
superieurs  des  finances  rendent  compte  de  leurs  activites  varient  enormement  d'un  ministe- 
re  a  l'autre.  Les  arrangements  ministeriels  comprennent,  entre  autres,  ceux  ou  le  responsa- 
ble  de  la  fonction  financiere  rend  compte: 

directement  au  sous-chef  du  ministere; 

au  sous-chef,  par  l'internediaire  d'un  fonctionnaire  superieur  de  l'administration  qui 
est  egalement  charge  d'un  certain  nombre  d 'autres  fonctions  administratives,  y 
compris  la  fonction  afferente  au  personnel  dans  quelques  cas;  et 

au  sous-chef,  en  passant  par  un  ou  plusieurs  paliers  d 'agents  superieurs  de  l'adminis- 
tration qui  assument,  progressivement,  des  responsabilites  administratives  plus  eten- 
dues,  lesquelles  englobent  toujours  le  personnel  a  l'un  ou  l'autre  de  ces  paliers  de 
l'administration. 

9.6  Les  ministeres  qui  se  rangent  dans  chacune  des  categories  susindiquees  ne 
presentent  aucune  particularity  qui  indiquerait  pourquoi  un  ministere  a  adopte  tel  plan 
d 'organisation  plutot  que  tel  autre.  L 'unique  conclusion  generate  que  Ton  puisse  tirer,  c'est 
que  les  ministeres  dont  les  exploitations  sont  hautement  decentralisees  semblent  preferer 
que  l'agent  financier  en  chef  rende  compte  directement  au  sous-chef.  Les  ministeres  tres 
centralises  se  sentent  en  mesure  de  reunir  les  fonctions  administratives  au  niveau  d'un  agent 
administratif  superieur,  plutot  que  de  demander  aux  divers  services  organiques  de  rendre 
compte  separement  au  sous-chef. 

9.7  II  n'est  pas  impossible  que  ce  soit  les  aptitudes  personnelles  qui  regissent  les 
rapports  hierarchiques,  puisque  a  peu  d 'exceptions  pres,  l'agent  financier  en  chef  qui  rend 
compte  directement  au  sous-chef  possede  une  grande  aptitude,  ordinairement  assortie 
d'une  competence  comptable  professionnelle.  De  plus,  les  ministeres  qui  ont  opte  pour  la 
responsabilite  directe  envers  le  sous-chef  se  preoccupent  davantage  de  diriger,  en  matiere 
de  finances,  leur  personnel  des  bureaux  exterieurs.  Cela  tient  peut-etre  a  la  plus  haute 
competence  des  agents  financiers  ou  pourrait  indiquer  que  les  agents  financiers  qui  rendent 
compte  directement  au  sous-chef  sont  mieux  places  pour  influencer  leurs  collegues  des 
echelons  inferieurs  au  sein  du  ministere. 
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9.8  Dans  les  cas  ou  Fagent  ministeriel  qui  possede  la  plus  haute  competence 
financiere  rend  compte  au  sous-chef  par  Pintermediaire  d'un  fonctionnaire  superieur  de 
l'administration  n'ayant  pas  la  meme  competence  financiere,  il  peut  arriver  que: 

les  preoccupations  quant  a  la  gestion  et  au  controle  financiers  ne  soient  pas  assez 
bien  formulees  aux  reunions  de  la  haute  direction;  et  que 

-     le  statut  du  personnel  financier  s'en  ressente  au  point  que  les  agents  de  programmes 
cesseront  de  considerer  ce  personnel  comme  une  source  de  conseils. 

9.9  II  n'est  pas  necessaire  que  l'agent  administratif  superieur  charge  des  questions 
financieres  possede  toujours  une  formation  de  comptable  professionnel.  Cela  peut  fort  bien 
dependre  de  l'importance  et  de  la  complexity  des  programmes  d'un  ministere.  La  fonction 
financiere  peut  aisement  se  combiner  a  des  fonctions  administratives,  sous  l'autorite  d'un 
fonctionnaire  superieur  qui  releve  du  sous-chef.  Lorsque  c'est  le  cas,  toutefois,  le  fonction- 
naire superieur  des  finances  doit  posseder  la  formation  appropriee,  pour  faire  en  sorte  que 
les  systemes  de  gestion  et  de  controle  financiers  soient  adequats,  et  pour  conseiller  judicieu- 
sement  le  sous-chef  et  son  personnel  superieur. 

9.10  Afin  de  s'assurer  de  bons  systemes  budgetaires,  comptables  et  d'etablisse- 
ment  de  rapports,  y  compris  les  methodes  de  controle  interne,  il  faut  un  haut  degre  de 
connaissances  comptables  specialisees.  La  connaissance  generale  des  programmes  de  1'Etat 
et  des  methodes  budgetaires,  et  une  connaissance  des  methodes  des  organismes  centraux 
s'imposent  pour  pouvoir  conseiller  le  personnel  superieur  des  programmes  quant  aux  reper- 
cussions financieres  de  leurs  projets,  et  au  meilleur  emploi  de  leurs  fonds.  L'agent  superieur 
des  finances  du  ministere  doit  done  posseder  une  experience  suffisante  jointe  a  un  formation 
adequate  pour  etre  en  mesure  de  traiter  tous  les  aspects  de  la  gestion  et  du  controle 
financiers. 

9.11  Les  responsabilites  qu'il  est  propose  d'impartir  au  fonctionnaire  superieur  des 
finances  de  chaque  ministere  et  qui  sont  decrites  plus  loin,  indiquent  clairement  que  ce 
fonctionnaire  doit  posseder  un  niveau  minimum  donne  de  competence  et  d 'experience  pour 
pouvoir  s'acquitter  efficacement  de  ses  fonctions  financieres.  Un  trop  grand  nombre  d 'eche- 
lons administratifs  entre  le  sous-chef  et  le  premier  fonctionnaire  superieur  des  finances 
degrade  la  qualite  de  la  direction  offerte  au  personnel  financier  dans  l'ensemble  du  ministe- 
re, et  pourrait  fort  bien  porter  des  employes  competents  a  chercher  ailleurs  des  postes 
offrant  la  direction  qu'ils  sont  en  droit  d'attendre. 

9.12  Le  haut  fonctionnaire  responsable  de  la  gestion  et  du  controle  financiers  devrait 
relever  directement  du  sous-chef  et  faire  partie  du  comite  de  gestion  du  ministere.  II  devrait 
toujours  avoir  la  formation  et  I'experience  voulues  pour  conseiller  le  sous-chef  sur  tous  les 
aspects  de  la  gestion  et  du  controle  financiers,  et  pour  assurer  le  leadership  indispensable 
aupres  de  tout  le  personnel  financier  du  ministere. 


123 


DIRECTION  ET  ORIENTATION  INTERNES 

9.13  A  l'heure  actuelle,  les  fonctionnaires  superieurs  des  finances  ne  s'efforcent  pas 
suffisamment  de  donner  des  conseils  d'ordre  technique  au  personnel  exer^ant  des  fonctions 
financieres  au  bureau  central  ou  dans  les  bureaux  exterieurs,  mais  qui  n'est  pas  directement 
sous  leur  surveillance.  Aussi,  les  agents  financiers  de  tous  niveaux  font  peu  pour  participer 
au  choix,  a  la  formation  et  a  1'evaluation  des  agents  financiers  et  administratifs  qui,  bien 
que  n'etant  pas  directement  sous  leur  surveillance,  executent  le  gros  des  fonctions  de  la 
gestion  et  du  controle  financiers,  en  secondant,  par  leur  travail  au  niveau  des  exploitations, 
les  gestionnaires  responsables  des  finances  au  sein  des  ministeres. 

9.14  Peu  de  fonctionnaires  superieurs  des  finances  donnent  une  direction  efficace 
raeme  dans  les  domaines  oil  il  serait  nettement  possible  de  le  faire.  Par  exemple,  les 
manuels  financiers  des  ministeres  sont  souvent  insuffisants  ou  non  a  jour,  bien  que  Ton  ait 
note  recemment  une  amelioration  a  cet  egard,  grace  aux  efforts  des  equipes  d 'evaluation  du 
Conseil  du  tresor,  qui  examinent  ce  secteur  et  d'autres  du  me  me  genre.  Les  fonctionnaires 
superieurs  des  finances  siegent  aux  comites  de  selection  formes  pour  recruter  des  agents 
financiers  a  plein  temps,  mais  ils  participent  rarement  a  d'autres  activites  liees  a  la  dotation 
en  personnel  financier.  II  ne  semble  pas  non  plus  exister  de  moyens  propres  a  ameliorer  les 
communications  entre  le  personnel  financier  du  bureau  central  et  celui  des  regions.  Les 
fonctionnaires  superieurs  des  finances  doivent  aussi  donner  plus  de  conseils  au  personnel 
qui  accomplit  un  travail  de  caractere  financier,  mais  qui  rend  compte  a  des  gestionnaires  ne 
participant  pas  a  la  fonction  financiere. 

9.15  Pareille  direction  ou  orientation  technique  peut  etre  offerte  par  divers 
moyens,  dont  les  suivants: 

-  elaborer  et  communiquer,  a  l'aide  des  manuels  financiers  des  ministeres,  les  formules 
prescrites  et  les  marches  a  suivre  dans  l'execution  de  taches  financieres  speciales; 

-  communiquer  des  renseignements  sur  les  nouveaux  principes  et  nouvelles  methodes 
financieres,  a  l'aide  de  guides  et  de  directives,  de  visites  aux  bureaux  regionaux  et  de 
reunions  periodiques; 

-  conseiller,  sur  demande,  quant  a  la  meilleure  facon  de  regler  les  problemes  financiers 
de  caractere  non  repetitif,  ou  ceux  qui  depassent  la  competence  du  fonctionnaire 
interesse;  et 

surveiller  le  rendement  du  personnel  financier  des  bureaux  regionaux  et,  a  partir  des 
elements  observes,  donner  des  conseils  sur  l'appreciation  du  rendement  du  person- 
nel, sur  sa  formation,  et  son  progres  dans  la  carriere,  ainsi  que  sur  d'autres  questions 
reliees  a  la  dotation  en  personnel. 

9.16  Ce  besoin  de  direction  en  matiere  de  finances  ne  s'applique  pas  seulement  au 
personnel  financier,  a  plein  temps,  des  regions  et  a  celui  des  services  de  programmes 
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ministeriels  au  bureau  central,  mais  egalement  aux  autres  administrateurs  qui  participent, 
dans  une  mesure  appreciable,  a  des  travaux  de  nature  financiere. 

9.17  Bon  nombre  de  ministeres  ont  du  mal  a  recruter  et  a  retenir  assez  longtemps 
des  agents  financiers  du  calibre  voulu.  Le  taux  eleve  de  postes  vacants  et  de  changement  du 
personnel  qui  en  resulte  a  nui  aux  systemes  de  gestion  et  de  controle  financiers  des  ministe- 
res. En  voici  des  exemples: 

-  lorsqu'il  survient  une  penurie  de  personnel,  on  accorde  la  priorite  au  controle  essen- 
tiel  et  aux  methodes  de  traitement  des  operations,  au  detriment  de  la  prestation  de 
services  et  de  l'information; 

-  etant  donne  les  changements  frequents  de  personnel,  les  agents  financiers  ne  par- 
viennent  pas  a  s'instruire  suffisamment  des  programmes  ministeriels  pour  donner  les 
conseils  qu'on  attend  d'eux.  Aussi  les  gestionnaires  et  les  agents  financiers  n'ont-ils 
pas  le  temps  de  susciter  la  confiance  et  le  respect  mutuels  qu'exige  un  travail 
d'equipe  ayant  pour  objet  de  resoudre  les  problemes  financiers  et  de  mettre  au  point 
des  mecanismes  plus  efficaces  de  gestion  financiere;  et 

le  renouvellement  rapide  du  personnel  entrave  l'elaboration  de  systemes  financiers 
efficaces,  vu  que  la  conception  des  systemes,  l'etablissement  de  marches  a  suivre  et 
des  formules  a  remplir,  la  formation  du  personnel  et  la  mise  sur  pied  de  ces  systemes 
pourraient  prendre  plusieurs  annees,  les  modifications  ne  pouvant  se  faire  qu'a  un 
certain  moment  au  cours  de  l'annee  financiere. 

9.18  Ce  sont  la  des  problemes  difficiles  a  resoudre,  mais  qui  montrent  bien  qu'une 
direction  plus  ferme  s 'impose  afin  de  compenser  le  manque  de  personnel  financier  experi- 
mente  dans  les  bureaux  exterieurs  et  de  donner  l'importance  voulue  aux  aspects  consultatifs 
et  innovateurs  de  la  gestion  financiere.  II  ne  serait  pas  etonnant  qu'il  faille  resserrer  le 
controle  des  depenses  et  ralentir  la  decentralisation,  a  cause  de  la  rarete  de  personnel 
financier  comptetent. 

9.19  Les  fonctionnaires  superieurs  des  finances  des  ministeres  doivent  fournir  une 
direction  et  une  orientation  plus  poussees  au  personnel  exercant  des  fonctions  de  gestion  et  de 
controle  financiers.  Pour  ce  faire,  ilfaudrait  au  moins: 

qu'il  existe  des  manuels  financiers  complets  dans  les  ministeres; 

-  que  les  fonctionnaires  precites  aient  des  contacts  personnels  avec  les  agents  financiers  et 
autres,  a  qui  ils  donneraient  des  directives  techniques,  meme  a  I'aide  de  reunions 
officielles  ou  de  visites  periodiques  sur  place;  et 

-  qu'ils  participent  a  la  selection,  a  la  formation  et  a  revaluation  du  personnel  financier, 
meme  si  ce  personnel  ne  releve  pas  directement  de  leur  surveillance. 
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etendue  des  attributions  du  personnel  financier 

9.20  Le  systeme  actuel  de  gestion  financiere  au  sein  des  ministeres  tend  a  mettre 
davantage  l'accent  sur  l'obligation  de  maintenir  les  depenses  dans  les  limites  des  affecta- 
tions prevues,  que  sur  celle  d'utiliser  le  plus  efficacement  possible  les  fonds  disponibles. 
Dans  bon  nombre  de  ministeres,  la  preoccupation  premiere  du  personnel  financier  est 
d'obtenir  et  de  controler  les  affectations  de  caisse,  plutot  que  de  contribuer  a  la  gestion  et  au 
controle  des  ressources  financieres.  Ce  manque  de  souci  a  l'egard  de  l'erncacite  et  du 
rendement  des  depenses  s'est  accru  en  raison  de  la  facilite  avec  laquelle  on  peut  faire  des 
virements  de  fonds  dans  le  cadre  de  credits  libelles  en  termes  generaux,  et  de  la  mesure  ou 
les  fonds  excedentaires  sont  disponibles  selon  les  methodes  actuelles  d'etablissement  du 
budget. 

9.21  A  cause  des  methodes  qu'ils  doivent  suivre,  les  administrateurs  de  program- 
mes estiment  d'une  valeur  si  douteuse  les  donnees  qu'ils  soumettent  au  Conseil  du  tresor  ou 
celles  que  leur  fournit  le  systeme  centralise  d'etablissement  des  rapports  financiers,  qu'ils 
sont  peu  portes  a  s'en  tenir  aux  propositions  budgetaires  ou  a  utiliser  Pinformation  fournie 
par  le  systeme  financier.  II  arrive  trop  souvent  que  les  administrateurs  ne  sont  pas  informes 
des  raisons  qui  ont  amene  la  reduction  de  leur  budget  ou  de  la  facon  dont  ils  devraient 
modifier  leur  projet  de  depenses  pour  tenir  compte  de  ces  reductions.  Cette  situation  incite 
les  admministrateurs  de  programmes  a  considerer  le  processus  budgeraire  et  l'examen  de 
rapports  financiers  comme  de  simples  exercices  scolaires  qui  les  detournent  de  leur  tache 
reelle,  c'est-a-dire  celle  de  mener  a  bonne  fin  le  programme  ou  le  travail  dont  ils  sont 
charges. 

9.22  Les  responsabilites  qui  ressortissent  au  fonctionnaire  superieur  des  finances 
sont  trop  etroitement  circonscrites  dans  presque  tous  les  ministeres.  De  facon  generate,  on 
n'admet  pas  au  sein  des  ministeres  qu'on  doit  se  soucier  du  controle  interne  dans  tous  les 
aspects  de  l'administration.  C'est  le  fonctionnaire  superieur  des  finances  qui  devrait  etre 
charge  d 'assurer  des  controles  financiers  adequats,  meme  dans  des  domaines  oil  la  respon- 
sabilite,  a  certains  egards,  incombe  a  d'autres. 

9.23  Chose  etonnante,  il  arrive  souvent  que  les  fonctionnaires  superieurs  des 
finances  n 'estiment  pas  que  leur  role  doit  englober  les  aspects  du  controle  interne  dans 
d'autres  secteurs  administratifs;  ou  bien  leur  a-t-on  interdit  toute  participation  a  ce  contro- 
le. Pareille  situation  est  toleree  parce  que,  dans  bien  des  ministeres,  le  fonctionnaire  supe- 
rieur de  l'administration  qui  est  responsable  envers  le  sous-chef  de  la  fonction  financiere  ne 
possede  pas  l'experience  qui  le  sensibiliserait  a  l'importance  d'un  bon  controle  financier. 
Les  controles  exerces  sur  les  stocks,  les  immobilisations  et  la  paie  ne  sont  pas  satisfaisants 
dans  bien  des  cas.  Les  programmes  de  verification  interne  ne  revelent  pas  ces  lacunes, 
puisque  de  leur  cote  ils  tendent  a  se  fonder  sur  les  memes  notions  etroites  quant  a  la  portee 
des  controles  financiers.  II  faut  accroitre  la  responsabilite  des  fonctionnaires  superieurs  des 
finances  pour  faire  en  sorte  que  les  stocks,  les  immobilisations  et  la  paie  fassent  l'objet  de 
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controles  financiers  suffisants,  au  meme  titre  que  certains  secteurs  semblables  qui  n'entrent 
peut-etre  pas  directement  sous  leur  suveillance. 

9.24  L 'importance  croissante  que  Ton  attache  a  l'elaboration  de  systemes  perfec- 
tionnes  d 'information  destinee  a  la  gestion  et  l'emploi  accru  d'ordinateurs  a  toutes  les  fins 
du  traitement  des  donnees,  pourraient  porter  a  soustraire  a  la  surveillance  directe  des  agents 
financiers  une  bonne  partie  du  travail  courant  de  tenue  des  registres  concernant  la  compta- 
bilite,  l'etablissement  des  previsions  budgetaires  et  des  rapports  de  gestion.  Cet  etat  de 
choses  ne  devrait  aucunement  diminuer  la  responsabilite  des  agents  financiers  en  ce  qui 
touche  l'efficacite  du  systeme  d 'information  financiere  et  l'utilite,  pour  ce  systeme,  des 
donnees  emanant  de  ces  sources  exterieures. 

9.25  Si  Ton  veut  une  meilleure  justification  de  l'emploi  des  fonds  publics,  comme 
le  preconise  le  present  Rapport,  il  faut  modifier  le  role  des  fonctionnaires  superieurs  des 
finances  des  ministeres.  Les  sous-chefs  et  les  autres  cadres  superieurs  doivent  pouvoir  s'en 
remettre  a  ces  agents  du  soin  de  s 'assurer  que  les  budgets  d 'exploitation  servent  de  base 
utile  au  controle  budgetaire  et  que  les  rapports  financiers  revelent  les  ecarts  importants  qui 
appellent  1'adoption  de  mesures  par  les  gestionnaires. 

9.26  Les  responsabilites  qu'il  conviendrait,  selon  nous,  d'impartir  a  un  fonction- 
naire  superieur  des  finances  d'un  ministere  sont  conques  de  maniere  a  exposer  les  fonctions 
dont  il  serait  charge,  c'est-a-dire  celles  de: 

-  premier  conseiller  financier  du  sous-chef  et  des  gestionnaires  superieurs  de 
programmes; 

fonctionnaire  superieur  responsable  des  systemes  ministeriels  d 'administration  fi- 
nanciere; et 

-  surveillant  independant  du  travail  erfectue  par  d 'autres  employes  du  ministere,  afin 
de  garantir  la  probite  financiere  et  d 'assurer  une  communication  exacte  de  l'infor- 
mation  sur  la  programmation  financiere  et  ses  resultats. 

9.27  Par  exemple,  dans  l'exercice  de  ce  role  de  surveillant,  le  fonctionnaire  supe- 
rieur des  finances  d'un  ministere  devrait  etre  charge  de  signer  les  demandes  quant  aux 
previsions  budgetaires  et  les  etats  financiers  du  ministere  pour  indiquer  qu'il  est  satisfait 
que  ces  demandes  et  etats  sont  exacts  et  presentes  comme  il  faut. 

9.28  Les  autres  responsabilites  que  devraient  assumer  les  agents  financiers  sont  les 
suivantes: 

Operations 

-  concevoir  des  systemes  comptables  et  de  rapports  financiers  et  en  assurer  la  bonne 
marche; 

-  etablir  et  tenir  a  jour  la  classification  des  comptes  du  ministere; 
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-  prevoir  les  besoins  de  tresorerie;  et 

-  coordonner  et  reunir  les  donnees  devant  servir  aux  previsions  de  programmes,  au 
Budget  des  depenses  et  aux  Comptes  publics. 

Formulation  de  conseils 

-  conseiller  le  sous-chef  et  les  administrateurs  de  programmes  sur  leurs  besoins  dans  le 
domaine  de  l'administration  financiere  et  sur  les  consequences  financieres  de  leurs 
projets  et  decisions; 

appuyer  le  sous-chef  au  cours  des  reunions  avec  des  representants  d'organismes 
exterieurs,  tels  le  Conseil  du  tresor  et  le  Comite  des  comptes  publics; 

-  interpreter  les  exigences  legislatives,  reglementaires  et  autres  exigences  du  Parlement 
et  des  organismes  centraux  en  matiere  de  finances;  et 

-  coordonner  et  rassembler  les  donnees  financieres  devant  servir  a  la  preparation  des 
budgets. 

Controle 

-  examiner  les  demandes  quant  aux  previsions  budgetaires  en  vue  de  verifier  les  couts 
et  de  determiner  si  ces  demandes  sont  conformes  aux  directives; 

-  elaborer  des  mesures  appropriees  du  resultat  et  du  rendement; 

analyser  les  ecarts  entre  les  chiffres  inscrits  au  budget  et  les  chiffres  reels  relies  aux 
revenus  et  aux  depenses  ainsi  que  les  mesures  du  rendement; 

tenir  des  registres  pour  s 'assurer  que  les  credits  et  les  affectations  ne  sont  pas 
depasses; 

-  veiller  a  ce  que  le  systeme  de  controle  financier  du  ministere  assure  la  bonne  reparti- 
tion des  taches  et  qu'il  embrasse  tous  les  revenus,  les  depenses  et  les  elements  d'actif; 

-  exercer  directement  son  pouvoir  de  payer,  conformement  a  l'article  26  de  la  Loi  sur 
l'administration  financiere;  et 

donner  des  conseils   sur  la  portee,   l'ampleur  et  les  resultats  de  verifications 
financieres. 

Direction 

-  offrir  une  direction  d 'expert  sur  des  questions  financieres  aux  agents  des  finances  et 
aux  agents  d 'administration,  qui  assument  des  responsabilites  financieres  a  l'egard 
des  programmes  dans  les  bureaux  central  et  regionaux; 
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-  dormer  des  conseils  sur  Forganisation  des  services  financiers,  la  dotation  en  person- 
nel, la  formation  et  revaluation  des  agents  financiers  qui  assurent  des  services  aux 
gestionnaires  d 'exploitation  du  ministere,  a  tous  les  niveaux; 

-  s'assurer  que  les  guides  financiers  des  ministeres  sont  complets,  a  jour  et  distribues  a 
tout  le  personnel  qui  en  a  besoin;  et 

-  mettre  au  point  des  directives  sur  la  preparation  des  budgets,  y  compris  les  formules, 
le  calendrier  et  les  donnees  sur  le  cout. 

9.29  On  devrait  charger  les  fonctionnaires  superieurs  des  finances  des  ministeres  de: 

-  fournir  des  services  de  rapports  financiers,  budgetaires  et  comptables; 

veiller  a  ce  qu'il  existe  des  contrbles  financiers  suffisants  pour  tous  les  actifs  et  les 
operations  fin  ancieres; 

conseiller  et  seconder  les  sous-chefs  et  leur  personnel  sur  toutes  les  questions  qui  ont 
trait  a  la  gestion  et  au  contrble  financiers; 

-  preparer,  surveiller  et  contrbler  les  affectations  budgetaires  par  Vanalyse  des  rapports 
financiers,  et  verifier  la  valeur  des  methodes  de  preparation  de  ces  rapports;  et 

-  fournir  une  direction  et  une  orientation  techniques  a  tout  le  personnel  des  ministeres 
responsables  de  ces  taches. 

NOMINATION  DES  AGENTS  FINANCIERS 

9.30  Un  sous-chef  est  responsable  de  la  suffisance  des  systemes  de  gestion  et  de 
controle  financiers  de  son  ministere.  La  Loi  sur  Padministration  financiere  precise  bon 
nombre  de  questions  particulieres  qui  relevent  d'un  sous-chef.  Elle  fait  ressortir  l'aspect 
«controle»  en  chargeant  le  sous-chef  de  veiller  a  ce  que  les  affectations  ne  soient  pas 
depassees,  de  s'assurer  qu'il  y  a  assez  de  fonds  non  greves  disponibles  pour  remplir  les 
engagements  et  que  toutes  les  demandes  de  paiement  constituent  des  imputations  legales 
sur  les  credits  vises. 

9.31  La  these  de  M.  Glassco,  selon  laquelle  il  convient  d'accorder  plus  de  latitude 
aux  ministeres  quant  a  la  fac,on  de  controler  les  fonds  que  leur  attribue  le  Parlement,  visait  a 
accrottre  l'autorite  des  sous-chefs.  M.  Glassco  ajoute,  toutefois,  que  «deux  restrictions 
s'imposent  si  Ton  veut  attribuer  une  plus  grande  liberie  d 'action  aux  ministeres:  les  admi- 
nistrateurs  doivent  se  guider  sur  les  regies  communes  etablies  par  le  Conseil  du  tresor  et  ce 
dernier  devrait  etre  tenu  de  signifier  son  accord  pour  la  nomination  des  agents  superieurs 
des  finances  au  sein  de  chaque  ministere  et  organisme  et  de  participer  au  developpement  de 
leurs  carrieres. » 

9.32  Bien  que  le  Conseil  du  tresor  ait  publie  un  guide  d'administration  financiere, 
le  Secretariat  n'intervient  presque  pas  dans  les  nominations  d'agents  financiers,  lesquelles 
sont  presque  entierement  du  ressort  des  ministeres,  sous  la  seule  reserve  de  l'assentiment  de 
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la  Commission  de  la  Fonction  publique.  A  l'heure  actuelle,  le  Conseil  du  tresor  ne  dispose 
que  de  moyens  restreints  pour  s'assurer  qu'on  respecte  ses  directives  puisque,  les  fonction- 
naires  superieurs  des  finances  n'ont  pas  ce  que  M.  Glassco  appelle  «le  sentiment  que  leur 
carriere  future  se  fonde  surtout,  mais  non  exclusivement,  sur  revaluation  de  leur  rendement 
par  le  personnel  du  Conseil  du  tresor,  plutot  que  sur  leur  aptitude  a  plaire  aux  chefs  de  leurs 
ministeres  ». 

9.33  Les  propositions  dont  il  est  question  dans  le  prochain  chapitre  du  present 
Rapport  veulent  renforcer  la  gestion  et  le  controle  financiers  au  niveau  central.  Elles  n'y 
parviendront,  toutefois,  que  si  les  organismes  centraux  peuvent  se  fier  aux  donnees  et  aux 
systemes  de  chaque  ministere.  Le  Secretariat  du  Conseil  du  tresor,  malgre  la  menace 
indirecte  de  retenir  les  fonds,  n'a  pas  reussi  a  obtenir  un  niveau  suffisant  de  gestion  et  de 
controle  financiers.  La  situation  facheuse  actuelle  tient  peut-etre,  entre  autres  raisons  ma- 
jeures, a  la  non  application  de  la  recommandation  de  M.  Glassco,  qui  visait  a  permettre  au 
Conseil  du  tresor  d'intervenir  dans  l'avancement  des  agents  financiers.  Un  organisme 
central  manquera  d'un  moyen  essentiel  de  garantir  l'application  de  ses  directives,  a  moins 
qu'il  ne  participe  plus  active ment  a  la  nomination  des  fonctionnaires  superieurs  des  finances 
des  ministeres,  et  que  ceux-ci  interviennent,  a  leur  tour,  dans  les  nominations  de  ceux  qu'ils 
dirigent.  C'est  en  collaborant  avec  la  Commission  de  la  Fonction  publique  que  l'on  y 
parviendra  le  mieux. 

9.34  II  ne  s'agit  pas,  dans  ce  qui  precede,  de  retablir  la  situation  qui  existait  avant 
1969,  epoque  oil  les  agents  du  Tresor  dans  les  ministeres  rendaient  compte  au  Controleur 
du  tresor.  Les  sous-chefs  auraient  toujours  le  droit  de  choisir  leurs  conseillers.  Quant  a  la 
recommandation  voulant  que  la  nomination  des  fonctionnaires  superieurs  des  finances  soit 
soumise  a  l'approbation  du  Conseil  du  tresor,  M.  Glassco  a  dit  «qu'il  faut  souligner  que  les 
agents  des  finances  des  ministeres  ne  seraient  pas  des  fonctionnaires  du  Conseil  du  tresor  du 
simple  fait  que  le  Conseil  interviendrait  dans  leur  nomination ».  La  nomination  d'un  fonc- 
tionnaire  superieur  des  finances  du  ministere  ajoute  aux  resssources  du  sous-chef  et  ne  porte 
aucunement  atteinte  a  son  autorite  ou  a  sa  responsabilite. 

9.35  La  Commission  de  la  Fonction  publique  ne  doit  nommer  des  fonctionnaires 
superieurs  des  finances  dans  les  ministeres  qu'apres  consultation  avec  les  organismes  centraux 
appropries,  pour  s'assurer  qu'on  reconndit  les  qualites  et  le  rendement  des  personnes  recom- 
mandees  par  les  sous-chefs.  La  nomination  d' autres  agents  financiers  ne  doit  sefaire  au  sein 
des  ministeres  qu  'apres  une  consultation  semblable  avec  les  fonctionnaires  superieurs  des 
finances. 
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X  BESOIN  DUNE  DIRECTION  CENTRALE  PLUS  FERME 

10.1  Dans  les  chapitres  precedents  un  certain  nombre  de  propositions  ont  ete 
formulees  qui  appelleraient  de  la  part  d'un  organisme  central  une  etude  ou  la  prise  de 
mesures  pertinentes.  II  s'agirait  en  l'occurrence: 

-  d'etudier  la  forme  et  la  matiere  du  Budget  des  depenses  et  de  les  coordonner  avec 
celles  des  Comptes  publics; 

d'ameliorer  le  processus  budgetaire  au  moyen  d'une  meilleure  communication  d'ob- 
jectifs  et  de  priorites  mieux  definies,  d'examens  periodiques  de  tous  les  programmes, 
de  donnees  qualitatives,  ainsi  que  d'une  meilleure  presentation  et  explication  des 
procedures,  et  de  former  le  personnel  a  cet  egard; 

-  d'approuver  et  de  reevaluer  periodiquement  les  systemes  ministeriels  de  controle 
budgetaire  et  de  rapports  financiers; 

-  etudier  les  moyens  d'ameliorer  l'exactitude  des  systemes  comptables  et  de  rapport  et 
en  assurer  la  presentation  en  temps  opportun; 

d'examiner  et  d'approuver  les  aspects  du  controle  financier  de  tous  les  systemes 
ministeriels  concernant  les  depenses,  les  revenus  et  les  elements  d'actif; 

-  de  prescrire  les  normes,  des  verifications  financieres  des  ministeres; 

de  mener  plusieurs  etudes  des  systemes  de  personnel  qui  influent  sur  la  dotation  en 
personnel  de  la  fonction  financiere;  et 

d 'aider  a  la  formation  et  au  deroulement  de  la  carriere  du  personnel  financier  et  de 
donner  des  conseils  en  ce  qui  touche  la  competence  requise. 

Si  nous  insistons  sur  les  responsabilites  centralisees  plutot  que  sur  les  responsabilites  minis- 
terielles,  c'est  que  le  present  Rapport  porte  sur  des  questions  d'un  interet  global  touchant 
tous  les  services  de  l'Etat.  Ces  questions  ont  ete  exclues  des  rapports  presentes  aux  sous- 
chefs  des  ministeres  et  organismes,  parce  qu'il  n'etait  ni  possible  ni  souhaitable  que  ceux-ci 
prennent  des  mesures  unilaterales. 

10.2  En  1962,  la  Commission  Glassco  recommandait  une  reorganisation  et  une 
decentralisation  importante  des  responsabilites  en  matiere  de  gestion  et  de  controle  finan- 
ciers en  faveur  des  ministeres,  et  les  modifications  qu'elles  entraineraient  quant  aux  respon- 
sabilites du  Conseil  du  tresor,  de  son  President  et  de  son  Secretaire,  ainsi  que  du  ministere 
des  Finances  et  du  Controleur  du  tresor  (qui  etait  alors  un  fonctionnaire  du  ministere  des 
Finances  et  que  M.  Glassco  assimilait  a  «un  agent  de  police  qui  fait  sa  ronde  dans  les 
ministeres  pour  s'assurer  de  la  rectitude  de  leur  conduite  en  matiere  financiere » ).  II  est  tout 
a  fait  evident,  en  comparant  les  conclusions  du  present  Rapport  avec  celles  de  M.  Glassco 
que,  meme  si  M.  Glassco  a  trouve  que  les  responsabilites  financieres  etaient  excessivement 
centralisees,  il  reste  que  de  nombreuses  insufAsances  actuelles  resultent  d'une  decentralisa- 
tion ddpourvue  d'une  direction  centrale  efficace. 
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10.3  L'ampleur  des  faiblesses  que  decrit  le  present  Rapport  fait  ressortir  le  besoin 
d'une  direction  centrale  plus  ferme,  si  l'on  veut  atteindre,  a  l'avenir,  un  niveau  plus  eleve  de 
gestion  et  de  controle  financiers.  Le  present  chapitre  termine  le  Rapport  par  l'examen  de  la 
facon  dont  s'exercent  les  responsabilites  centrales  et  Findication  des  moyens  par  lesquels 
une  meilleure  direction  centrale  peut  etre  realisee. 

ATTRIBUTION  ACTUELLE  DES  RESPONSABILITES  CENTRALES 

Conseil  du  tresor 

10.4  La  Commission  Glassco  recommandait  que  le  Conseil  du  tresor,  en  tant  que 
comite  du  Cabinet,  soit  place  sous  la  presidence  d'un  ministre  ne  dirigeant  aucun  ministere 
proprement  dit  et  qui  serait  responsable  de  la  coordination  des  programmes  et  de  l'admi- 
nistration  generale  de  la  Fonction  publique.  Selon  M.  Glassco,  le  responsable  serait  «au 
service  du  Conseil  et,  au  besoin,  du  Cabinet  lui-meme  -  le  Secretaire  etant  entoure  d'un 
personnel  peu  nombreux  et  de  grande  valeur».  Au  sein  de  ce  personnel,  M.  Glassco 
distinguait  trois  divisions  principales: 

•  «Une  division  des  programmes  et  des  normes  s 'occupant  de  l'analyse  des  pro- 
grammes, de  l'examen  des  credits  des  ministeres  et  de  la  determination  des 
normes  generales  d 'administration. 

•  Une  division  du  personnel  chargee  de  la  politique  et  des  normes  de  gestion  se 
rapportant  au  personnel,  de  meme  que  des  relations  entre  les  directions  et  les 
fonctionnaires. 

•  Une  division  des  ameliorations  administratives  chargee  de  promouvoir  et  de 
diriger  un  programme  -  depuis  longtemps  necessaire  -  de  perfectionnement  conti- 
nu  des  methodes  et  du  regime  de  travail  au  sein  de  la  Fonction  publique  toute 
entiere » . 

En  outre,  le  personnel  du  Conseil  du  tresor  participerait  a  « l'examen  du  plan  d 'organisation 
du  gouvernement,  a  la  determination  des  mesures  necessaires  d 'adaptation,  a  revaluation 
du  rendement  des  ministeres  et  des  aptitudes  des  administrateurs  superieurs  et,  d'une  facon 
generale,  a  la  mise  en  oeuvre  de  moyens  propres  a  ameliorer  les  methodes  de  gestion  et  a 
assurer  une  direction  administrative  energique  dans  toute  la  Fonction  publique. » 

10.5  La  Loi  sur  1'administration  financiere  attribue  la  responsabilite  de  1 'adminis- 
tration financiere  aux  divers  services  du  gouvernement  canadien.  Elle  assigne  au  Conseil  du 
tresor  une  partie,  mais  non  l'ensemble  des  responsabilites  pour  ce  qui  est  d 'assurer  une 
gestion  et  un  controle  financiers  satisfaisants.  L'article  5  definit  les  attributions  generales  en 
matiere  de  gestion  financiere  et  de  tenue  des  comptes.  L'article  6  delimite  le  pouvoir  de 
reglementation  visant  certaines  de  ces  attributions.  Plus  de  20  autres  articles  conferent  au 
Conseil  du  tresor  l'autorisation  d'edicter  des  reglements,  de  prendre  certaines  mesures 
particulieres  ou  de  presenter  des  recommandations  au  gouverneur  en  conseil.  Un  bon 
nombre  de  ces  attributions,  dont  certaines  figuraient  deja  dans  la  Loi  initiale  de  195 1,  n'ont 
jamais  ete  assumees. 
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10.6  L 'existence  du  poste  de  Controleur  du  tresor  explique  peut-etre  l'inaction  du 
Conseil  jusqu'en  1969.  Le  personnel  du  Controleur  et  celui  du  Conseil  exerc,aient  une 
activite  etroitement  connexe,  puisque  les  deux  groupes  se  composaient  des  employes  du 
ministere  des  Finances  jusqu'en  1965.  Le  Controleur  du  tresor  fournissait  aux  ministeres  et 
aux  organismes  la  plupart  des  services  financiers  dont  ils  disposaient.  Egalement  il  pouvait 
rejeter  toute  demande  de  paiement  a  prelever  sur  le  Fonds  du  revenu  consolide,  s'il  jugeait 
qu'il  s'agissait  d'une  imputation  non  legale  ou  d'un  paiement  qui  depasserait  un  credit  ou 
qui  laisserait  un  solde  insuffisant  pour  faire  face  aux  engagements  portes  au  compte  de  ce 
credit.  Ainsi,  le  Conseil  du  tresor  n'avait  guere  lieu  de  prescrire  des  reglements  ou  d'emettre 
d'autres  directives.  En  fait,  le  propre  manuel  du  Controleur,  plutot  que  toute  directive 
emanant  du  Conseil  du  tresor,  servait  de  principale  source  d 'instructions  sur  la  gestion  et  le 
controle  financiers. 

10.7  La  situation  a  change  en  1969.  Les  modifications  apportees  a  la  Loi  sur 
1'administration  financiere  ont  attribue  aux  sous-chefs  des  ministeres  et  des  organismes  la 
responsabilite  premiere  de  la  gestion  et  du  controle  financiers.  Le  poste  de  Controleur  du 
tresor  a  ete  aboli,  et  le  personnel  de  ce  dernier  a  constitue  le  noyau  de  l'effectif  de  la  section 
des  services  du  M.A.S.,  qui,  dans  le  domaine  des  finances,  dessert  les  ministeres  principale- 
ment  a  leur  demande.  II  semble  qu'a  ce  moment-la  le  Conseil  du  tresor  n'ait  pas  donne 
suite  aux  changements  precites,  si  ce  n'est  d 'adopter  les  reglements  qui  s'imposaient  afin  de 
tenir  compte  des  nouveaux  rapports  etablis  entre  le  M.A.S.  et  les  ministeres  et  organismes. 

10.8  Vers  la  meme  epoque,  les  reformes  d 'organisation  interne  recommandees  par 
la  Commission  Glassco,  dans  le  cas  du  Conseil  du  tresor,  ont  ete  modifiees  par  suite  du 
demembrement  de  la  direction  des  ameliorations  administratives  qui  avait  joue  le  role  de  la 
«division  des  reformes  administratives*  preconisee  par  M.  Glassco,  et  de  la  creation  de 
deux  nouvelles  directions:  celle  de  la  planification  et  celle  de  la  politique  administrative. 
Ainsi,  les  responsabilites  en  matiere  de  gestion  et  de  controle  financiers  ont  ete  reparties 
entre  trois  directions: 

-  Programmes  —  pour  l'affectation  des  ressources  et  le  controle  budgetaire; 

-  Planification  —  pour  la  mise  au  point  d'une  vaste  gamme  de  techniques  de  planifi- 
cation et  d 'evaluation,  y  compris  la  verification  interne;  et 

-  Politique  administrative  —  pour  toutes  les  autres  questions  de  gestion  financiere. 

10.9  L'une  des  premieres  preoccupations  de  la  nouvelle  direction  de  la  politique 
administrative  a  ete  d'etudier  la  qualite  de  la  gestion  et  du  controle  financiers  dans  certains 
ministeres  choisis.  Cela  a  donne  lieu  a  la  publication,  en  1973,  du  Guide  d 'administration 
financiere  pour  les  ministeres  et  organismes  du  gouvernement  du  Canada.  Dans  son  avant- 
propos,  le  Guide  indique  «aux  sous-chefs  la  marche  a  suivre  pour  assumer  leurs  responsabi- 
lites en  matiere  d 'administration  financiere ».  En  1974,  la  direction  a  entrepris  une  evalua- 
tion de  la  mesure  dans  laquelle  les  ministeres  se  conformaient  aux  directives  et  lignes 
directrices  contenues  dans  le  Guide,  et  elle  s'est  occupee  de  plus  en  plus  d'encourager 
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l'adoption,  au  chapitre  de  Padministration  financiere,  de  reformes  en  accord  avec  ces 
directives  et  lignes  directrices. 

10.10  A  la  fin  de  1974,  le  Conseil  a  nomme  un  secretaire  adjoint  de  l'administration 
financiere  au  sein  de  la  direction  de  la  politique  administrative.  Le  personnel  de  cet  agent 
recommande  a  l'approbation  du  Conseil  des  principes  d 'administration  financiere  et  evalue 
les  systemes  financiers  des  ministeres.  II  ne  s'occupe  pas,  toutefois,  de  donner  aux  ministeres 
des  directives  concernant  la  presentation  des  demandes  budgetaires  au  Conseil  du  tresor  ou 
d'expliciter  les  autorisations  accordees  aux  ministeres  par  le  truchement  des  credits  annuels 
et  autres,  qui  conferent  certains  pouvoirs  statutaires  de  prendre  des  mesures  qui,  souvent, 
vont  a  l'encontre  des  exigences  generates  de  la  Loi  sur  l'administration  financiere.  Les 
demandes  quant  aux  previsions  budgetaires  presentees  au  Conseil  du  tresor  constituent  le 
fondement  de  la  plupart  des  processus  budgetaires  ministeriels  et  regissent  la  plupart  de 
leurs  autres  methodes  financieres,  mais  le  secretaire  adjoint  de  l'administration  financiere 
n'etant  generalement  pas  consulte,  on  ne  peut  pas  supposer  que  les  methodes  et  proposi- 
tions budgetaires  tiennent  suffisamment  compte  du  controle  financier.  Bien  que  le  S.M.R.E. 
soit  un  important  moyen  de  controle  budgetaire  et  d 'affectation  des  ressources,  il  releve 
toujours  de  la  direction  de  la  planification,  qui  l'a  mis  au  point.  De  la  sorte,  trois  directions 
du  Secretariat  se  partagent  done  la  responsabilite  des  questions  qui  font  l'objet  du  present 
Rapport. 

Ministere  des  Approvisionnements  et  Services 

10.11  L 'element  « services »  du  M.A.S.  dispense  sur  demande,  une  vaste  gamme  de 
services  aux  ministeres,  y  compris  des  services  de  traitement  electronique  des  donnees,  de 
comptabilite,  de  verification  et  de  finance.  Dans  ce  role,  il  peut  arriver  que  le  M.A.S.  observe 
dans  les  ministeres  des  pratiques  qui  enfreignent  les  directives  du  Parlement  et  du  Conseil 
du  tresor.  En  tant  qu'organisme  de  services,  il  n'est  toutefois  pas  en  mesure  de  mettre  un 
terme  a  ces  pratiques  ou  de  les  signaler  a  la  haute  gestion.  II  en  resulte  que  ni  le  Parlement 
ni  le  Conseil  du  tresor  ne  peuvent  lui  demander  de  faire  respecter  les  instructions  donnees, 
advenant  qu'un  sous-chef  veuille  les  ignorer. 

10.12  Le  Ministre  des  Approvisionnements  et  Services  cumule  aussi  les  fonctions  de 
Receveur  general  du  Canada.  II  est  directement  responsable  des  recettes  et  debourses  de 
caisse  inscrits  au  Fonds  du  revenu  consolide  et  des  comptes  centraux  du  Canada,  ainsi  que 
de  la  preparation  des  Comptes  publics.  Cependant,  ces  attributions  n'incombent  pas  uni- 
quement  a  ce  ministre.  La  Loi  impartit  au  Ministre  des  Finances  la  responsabilite  de  la 
gestion  du  Fonds  du  revenu  consolide,  de  1'etablissement  de  la  forme  des  Comptes  publics 
et  des  comptes  devant  etre  tenus  a  l'egard  de  l'actif  et  du  passif  direct  et  eventuel.  Les 
comptes  relies  aux  depenses,  aux  revenus  et  aux  autres  paiements  verses  au  Fonds  du 
revenu  consolide  ou  qui  y  sont  preleves  sont  assujettis  aux  reglements  du  Conseil  du  tresor. 
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Ministere  des  Finances 

10.13  La  loi  ne  definit  pas  aussi  clairement  les  responsabilites  du  ministere  des 
Finances  en  matiere  de  gestion  et  de  controle  financiers.  D'une  fac,on  generale,  on  peut  dire 
que,  malgre  les  responsabilites  statutaires  attributes  au  Ministre  des  Finances,  le  personnel 
du  Receveur  general  est  tenu  de  s'occuper  des  operations  quotidiennes  du  Fonds  du  revenu 
consolide  et  de  preparer  les  Comptes  publics  ainsi  que  les  etats  financiers  du  gouvernement. 
Cependant,  en  raison  du  role  du  Ministre  des  Finances  comme  principal  conseiller  financier 
du  gouvernement,  il  est  rare  que  l'on  ne  tienne  pas  compte  de  ses  opinions  et  de  celles  de 
son  ministere.  Lorsque  le  Secretariat  du  Conseil  du  tresor  et  le  Bureau  du  Controleur  du 
tresor  faisaient  partie  du  ministere  des  Finances,  la  voie  hierarchique  officielle  aboutissait 
evidemment  au  Ministre  des  Finances.  Aujourd'hui,  deux  autres  ministeres  et  leurs  titulai- 
res  se  partagent  la  responsabilite  en  question. 

NECESSITE  D'UNIFIER  LES  RESPONSABILITES  CENTRALES 

10.14  Toutes  les  recommandations  du  present  Rapport  ont  pour  objet  d'ameliorer 
les  controles  financiers.  Les  plus  importantes  reconnaissent,  d'une  faqon  explicite  ou  implici- 
te,  le  besoin  d'un  organisme  central  capable  d 'assurer  une  direction  generale.  Ces  responsa- 
bilites centrales  pourraient  etre  concentrees  dans  un  seul  organisme  ou  partagees  entre  deux 
organismes  ou  plus.  II  est  clair  que  si  Ton  veut  coordonner  les  controles  et  en  assurer  le 
fonctionnement  efficace,  il  faudrait  en  unifier  la  direction  et  non  la  diviser,  et  cette  direction 
devrait  etre  confiee  a  un  seul  organisme  central. 

10.15  Les  constatations  que  renferme  le  present  Rapport  font  clairement  ressortir 
les  responsabilites  que  devrait  assumer  cet  organisme  central.  II  s'agirait  de  recommander 
au  Conseil  du  tresor  des  principes,  des  directives  et  des  orientations  dans  tous  les  domaines 
de  la  gestion  et  du  controle  financiers,  d'en  donner  Interpretation  aux  ministeres,  d'evaluer 
les  systemes  ministeriels  de  controle  financier  et  d 'assurer  le  leadership  de  tout  le  personnel 
financier  de  l'Etat.  II  devrait  notamment: 

donner  des  conseils  sur  le  contenu  du  Budget  des  depenses  du  point  de  vue  du 
controle  budgetaire  et  des  rapports  financiers; 

-  coordonner  la  matiere  des  Comptes  publics  de  fac,on  a  assurer  l'uniformite  entre  le 
Budget  et  les  Comptes  publics; 

-  donner  des  conseils  au  sujet  des  pratiques  comptables  qu'autorisent  les  lois  portant 
affectation  de  credits  et  autres  et  qu'il  faut  suivre  pour  etablir  les  etats  financiers  du 
Canada; 

-  approuver  et  surveiller  les  systemes  ministeriels  de  controle  budgetaire,  de  rapports 
financiers  et  d 'evaluation  des  couts; 

-  preparer,  a  l'egard  de  l'ensemble  des  services  de  l'Etat,  des  analyses  des  ecarts 
importants  entre  le  rendement  financier  obtenu  et  le  rendement  financier  prevu; 
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-  prescrire  des  exigences  centrales  en  ce  qui  touche  Pinformation  comptable  et  exami- 
ner la  valeur  de  la  structure  des  comptes  dont  les  ministeres  font  usage  dans  leurs 
rapports  budgetaires  et  financiers; 

etablir  des  normes  de  verifications  internes  de  la  rectitude  des  operations  financieres 
et  de  l'efficacite  des  travaux,  et  surveiller  1 'execution  de  ces  verifications  internes;  et 

-  conseiller  la  Commission  de  la  Fonction  publique  au  sujet  des  titres  de  competence 
que  doit  posseder  le  personnel  financier,  et  collaborer  a  la  formation  des  membres  de 
ce  personnel  ainsi  qu'au  deroulement  de  leur  carriere. 

Cette  liste  de  responsabilites  fait  voir  l'etroit  rapport  qui  existe  entre  le  processus  budgetaire 
et  les  autres  controles  financiers:  le  Budget  des  depenses  regit  les  Comptes  publics,  sert  de 
fondement  aux  rapports  de  controle  budgetaire  et  determine  la  nature  de  la  plupart  des 
renseignements  conserves  dans  les  comptes. 

Unification  des  responsabilites  au  sein  du  Secretariat  du  Conseil  du  tresor 

10.16  En  vertu  de  la  Loi,  c'est  au  Conseil  du  tresor  qu'il  appartient  principalement 
d 'assurer  la  gestion  financiere  dans  tous  les  services  de  l'Etat.  II  est  done  l'organisme  le  plus 
logiquement  en  mesure  de  fournir  une  direction  centrale  efficace.  Bien  des  gouvernements 
assignent  souvent  la  responsabilite  des  controles  financiers  a  un  organisme  budgetaire 
central,  convaincus  de  trouver  la  la  raison  et  le  moyen  d'engendrer  une  action  efficace:  la 
raison  reside  en  ce  que  les  controles  peuvent  contribuer  a  reduire  les  demandes  de  ressour- 
ces;  le  moyen  reside  en  ce  que  les  fonds  peuvent  etre  refuses  au  ministere  qui  exercent  des 
controles  insuffisamment  rigoureux. 

10.17  M.  Glassco  etait  d'avis,  semble-t-il,  qu'une  fois  ses  propositions  de  reforme 
mises  en  oeuvre,  le  Secretaire  du  Conseil  du  tresor  se  chargerait  de  donner  une  direction 
centrale  en  ce  qui  touche  les  questions  de  controle  financier.  Cependant,  les  faits  revelent 
que  depuis  lors  aucun  Secretaire  n'a  assume  pleinement  ce  role.  Meme  si  de  nombreux 
facteurs  peuvent  avoir  contribue  a  cet  etat  de  choses,  le  fardeau  des  nombreuses  autres 
responsabilites  du  Secretaire  en  serait  une  justification  suffisante. 

10.18  A  l'epoque  de  M.  Glassco,  e'etait  la  direction  des  programmes  qui  exerc,ait  la 
plupart  des  responsabilites  du  Conseil  en  matiere  de  gestion  et  de  controle  financiers.  Elle  a 
toutefois  conserve  le  controle  budgetaire,  lorsque  fut  etablie  la  direction  des  reformes 
administratives,  ce  qui  explique  peut-etre  pourquoi  cette  derniere  traitait  la  gestion  finan- 
ciere comme  s'il  s'agissait  d'une  gestion  des  ecritures,  de  recherche  operationnelle  et  de 
procedures  administratives.  Tout  au  plus  un  ou  deux  agents  relativement  subalternes 
etaient  afFectes  a  l'exercice  de  ce  role.  Lorsque  la  direction  de  la  politique  administrative  et 
celle  de  la  planification  ont  ete  etablies,  la  plupart  des  responsabilites  touchant  la  gestion  et 
le  controle  financiers  ont  ete  confiees  a  la  premiere,  bien  que  la  seconde  ait  pris  en  charge 
des  attributions  qui  relevaient  auparavant  du  domaine  de  la  gestion  financiere  et  qui 
concernaient  la  planification,  les  systemes  d 'information  et  des  fonctions  assimilees  a  la 
verification. 
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10.19  Par  voie  de  consequence,  trois  directions  du  secretariat  du  Conseil  se  parta- 
gent  maintenant  la  tache  de  donner  une  orientation  centrale  en  matiere  de  gestion  et  de 
controle  financiers,  et  seul  le  Secretaire  peut  coordonner  ces  activites.  Les  sous-secretaires 
des  directions  disposent  d'une  latitude  considerable  pour  administrer  leurs  services,  de  sorte 
qu'aux  yeux  des  ministeres  le  secretariat  semble  parfois  donner  des  directives  contradictoi- 
res.  Pour  que  le  Conseil  du  tresor  puisse  assurer  une  direction  centrale  plus  ferme,  la 
responsabilite  devrait  etre  centralisee  a  un  niveau  autre  que  celui  du  Secretaire,  car  en 
raison  des  nombreuses  autres  attributions  importantes  qu'il  assume,  le  Secretaire  n'est 
vraisemblablement  pas  en  mesure  d'accorder  a  la  gestion  et  aux  controles  financiers  l'atten- 
tion  voulue. 

10.20  Selon  les  constatations  dont  nous  faisons  etat  dans  le  present  Rapport,  la  plus 
grande  lacune  est  probable ment  le  fait  que  le  controle  budgetaire  n'est  efficace,  ni  au 
niveau  central  ni  dans  les  ministeres.  Pour  remedier  a  cette  faiblesse,  il  faut  mieux  expliciter 
les  plans  au  moment  de  l'affectation  des  ressources.  L'unification,  au  sein  de  la  direction  des 
programmes  du  Secretariat,  des  responsabilites  en  matiere  d 'affectation  des  ressources  et  de 
controle,  peut  done  paraitre  tout  a  fait  logique. 

10.21  Cependant,  il  apparait  que,  dans  la  realite,  la  direction  des  programmes,  qui 
s'est  vu  attribuer  la  responsabilite  du  controle  budgetaire,  n'a  guere  fait  d'efforts  pour 
donner  des  lignes  directrices  appropriees: 

-  le  libelle  des  credits  et  l'enonce  des  objectifs  contenus  dans  le  Budget  des  depenses 
sont  peu  a  peu  devenus  si  generaux  qu'ils  ne  sont  pas  de  nature  a  fournir  au  Conseil 
et  au  Parlement  un  moyen  de  controle  utile  sur  les  depenses  des  ministeres; 

les  donnees  contenues  dans  la  presentation  des  previsions  de  depenses  sont  acceptees 
sans  qu'on  determine  par  la  suite  si  Ton  peut  s'y  fier,  en  les  comparant  aux  depenses 
inscrites; 

le  sujet  du  controle  des  affectations  qui,  dans  un  manuel  anterieur,  etait  traite  dans 
un  chapitre  distinct,  a  ete  omis  lorsqu'on  a  redige  le  manuel  des  previsions  de 
programmes  et  du  Budget  des  depenses  voici  dix  ans;  et 

-  la  direction  n'exige  pas,  au  sujet  des  depenses  reelles,  des  rapports  qui  lui  permet- 
traient  de  surveiller  les  depenses  des  ministeres  en  regard  du  Budget  des  depenses. 

Les  raisons  de  ce  manque  d'interet  resident  peut-etre  dans  ce  qui  suit:  le  programme  et 
l'orientation  des  politiques  de  la  direction  des  programmes,  l'admission  du  fait  que  les 
decisions  touchant  l'affectation  des  ressources  sont  souvent  plus  faciles  a  prendre  lorsque  les 
fins  pour  lesquelles  les  fonds  sont  demandes  restent  definies  en  termes  vagues  ou  generaux; 
le  manque  d'analystes  de  programme  possedant  une  bonne  formation  en  matiere  de  finan- 
ces, la  pression  de  diverses  autres  responsabilites,  ou  encore  1 'opinion  selon  laquelle  la 
direction  n'est  pas  en  mesure  d'intervenir  quand  des  ministeres  decident  de  ne  pas  tenir 
compte  des  plans  que  component  les  demandes  reliees  aux  previsions  de  programmes  et  au 
budget  des  depenses. 
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10.22  Dans  le  secteur  prive,  c'est  l'administrateur  de  l'entreprise  qui  decide  de 
l'affectation  des  ressources  entre  les  programmes  qui  se  font  concurrence.  Une  fois  les 
decisions  prises,  l'administrateur  en  chef  s'en  remet  a  son  agent  financier  en  chef  pour  ce 
qui  est  de  surveiller  les  depenses  et  de  lui  signaler  les  ecarts  par  rapport  au  plan  etabli. 

10.23  Un  bon  controle  financier  exige  une  repartition  judicieuse  des  responsabilites. 
Bien  entendu,  le  degre  de  repartition  des  responsabilites  est  affaire  de  jugement  et  une 
fonction  de  la  taille  d'un  organisme.  Toutefois,  on  aboutirait  surement  a  un  meilleur 
controle  si  la  responsabilite  du  controle  budgetaire  etait  confiee  a  un  autre  personnel  que 
celui  qui  examine  les  demandes  des  ministeres  en  premier  lieu.  De  la  sorte,  on  augmenterait 
aussi  les  chances  que  le  controle  budgetaire  recoive  l'attention  qu'il  merite. 

10.24  S'il  y  avait  unification  des  responsabilites  enumerees  ci-dessus,  le  Conseil 
devrait  assumer,  en  plus  de  ses  autres  fonctions,  la  responsabilite  des  pratiques  de  compta- 
bilite  et  de  rapports  qui  incombe  actuellement  au  ministere  des  Finances.  Celui-ci  continue  - 
rait  toutefois  a  s'occuper  de  la  gestion  des  soldes  de  tresorerie  de  l'Etat.  Le  Receveur 
general  serait  toujours  charge  des  operations  bancaires,  y  compris  le  controle  des  entrees 
d 'argent  et  de  remission  des  cheques.  II  y  aurait  done  assez  peu  de  change ments  dans  les 
attributions  des  deux  autres  ministeres,  sauf  que  le  Conseil,  par  l'entremise  de  son  Secreta- 
riat, serait  charge  au  premier  chef  d'etablir  les  pratiques  comptables  qui  regissent  les 
rapports  financiers  communs  a  tout  l'appareil  gouvernemental,  dont  les  Comptes  publics. 

10.25  L'unification  des  responsabilites  transformerait  aussi  le  partage  des  attribu- 
tions au  sein  du  Secretariat.  Deux  options  sont  possibles:  reunir  dans  une  nouvelle  direction 
les  responsabilites  qu'assument  actuellement  les  directions  des  programmes,  de  la  planifi- 
cation  et  de  la  politique  administrative  ou  ne  pas  toucher  aux  responsabilites  et  nommer  un 
haut  fonctionnaire  pour  les  coordonner.  Les  deux  options  unifieraient  les  responsabilites  et 
assureraient  une  meilleure  coordination.  Dans  l'un  et  l'autre  cas,  le  responsable  de  la 
gestion  et  du  controle  financiers  aurait  les  moyens  de  garantir  que  les  ministeres  divulguent 
suffisamment  de  renseignements  sur  leurs  programmes,  que  le  controle  des  credits  votes  est 
efficace,  que  les  consignes  du  Conseil  du  tresor  sont  respectees  et  que  les  fonds  publics  sont 
utilises  avec  probite  et  sagesse. 

10.26  Pour  assurer  une  direction  centrale  plus  efficace,  le  Conseil  du  tresor  devrait 
evidemment  accroitre  quelque  peu  ses  effectifs.  Un  petit  groupe  d 'agents  financiers  supe- 
rieurs  serait  charge,  avec  des  analystes  de  programme,  de  verifier  les  donnees  du  Budget  des 
depenses,  de  passer  en  revue  les  etats  financiers  mensuels  et  de  faire  les  analyses  dont 
auraient  besoin  les  analystes  ou  le  Conseil  lui-meme.  II  faudrait  egalement  augmenter  le 
nombre  des  personnes  qui  evaluent  les  systemes  ministeriels  ou  qui  travaillent  dans  le 
domaine  des  politiques.  Bien  que  peu  nombreux  au  total,  ces  nouveaux  employes  grossi- 
raient  passablement  les  effectifs  du  Secretariat,  consequence  dont  il  faut  tenir  compte,  car  il 
est  evidemment  souhaitable  que  le  Secretariat  reste  le  plus  petit  possible,  de  facon  que  les 
problemes  administratifs  ne  le  detournent  pas  de  son  role  prioritaire. 
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Unification  des  responsabilites  au  sein  d'un  autre  organisme  central 

10.27  Avant  les  changements  de  structure  apportes  a  l'instigation  de  M.  Glassco,  la 
responsabilite  d 'assurer  une  direction  centrale  etait  manifestement  centree  sur  le  Ministre 
des  Finances:  celui-ci  etait  president  du  Conseil  du  tresor,  et  le  secretaire  du  Conseil  etait  un 
fonctionnaire  de  son  ministere;  le  Controleur  du  tresor  relevait  de  lui  et  son  personnel  faisait 
aussi  partie  du  ministere  des  Finances. 

10.28  Certains  gouvernements  et  certains  organismes  du  secteur  prive  confient  la 
responsabilite  du  controle  financier  a  un  departement  des  finances  puisque  ce  dernier 
s'occupe  a  la  fois  d'obtenir  et  d'en  controler  1 'utilisation.  Cette  facon  d'agir  est  des  plus 
logiques  lorsque  les  recettes  et  les  depenses  doivent  s'equilibrer.  De  nos  jours,  meme  si  le 
ministere  des  Finances  est  le  principal  conseiller  en  matiere  de  politique  financiere,  l'ultime 
responsabilite  d'etablir  le  niveau  des  depenses  et  celui  des  revenus  ainsi  que  l'equilibre 
entre  les  deux,  incombe  au  Cabinet  et  a  son  Comite  charge  de  la  planification  et  des 
priorites.  Ainsi,  le  fait  de  centraliser  la  responsabilite  du  controle  financier  au  ministere  des 
Finances  ne  presente  pas  les  memes  avantages,  surtout  parce  que  peu  de  responsabilites 
dans  ce  secteur  restent  aujourd'hui  imparties  a  ce  ministere. 

10.29  Faire  exercer  plus  de  controle  par  1 'element  des  Services  du  ministere  des 
Approvisionnements  et  Services  serait  egalement  peu  souhaitable,  car  on  ne  saurait  logique- 
ment  s'attendre  qu'il  fournisse  des  services  aux  sous-chefs  tout  en  exerc,ant  des  controles  sur 
eux  a  l'egard  de  questions  connexes.  Qui  plus  est,  le  grand  nombre  d 'employes  administra- 
tifs  et  de  bureau  dont  le  M.A.S.  a  besoin  pour  dispenser  ses  services  serait  de  nature  a 
engendrer  le  type  de  controles  bureaucratiques  qui  caracterisaient  le  bureau  du  Controleur 
du  tresor  et  qui  ont  sape  l'autorite  des  sous-chefs  et  le  sens  des  responsabilites  de  leur 
personnel  financier  avant  1969. 

10.30  A  defaut  de  confier  au  Secretariat  du  Conseil  du  tresor  le  leadership  central 
en  matiere  de  gestion  et  de  controle  financiers,  il  serait  preferable  d'etablir  un  nouvel 
organisme  central  dirige  par  une  personne  qui  releverait  directement  d'un  ministre  du 
gouvernement.  Cette  solution  risquerait  d'entrainer  des  depenses  supplementaires  et  irait  a 
l'encontre  de  la  condensation  des  responsabilites  a  laquelle  on  tend  toujours.  Elle  garanti- 
rait  cependant  que  la  fonction  financiere  recevrait  l'attention  d'un  ministre  et  que  l'organis- 
me  ne  disperserait  pas  ses  efforts.  Si  l'on  retenait  cette  option,  il  serait  essentiel  que  le  chef 
de  l'organisme  soit  considere  au  gouvernement  comme  le  plus  haut  responsable  de  la 
gestion  et  du  controle  financiers.  II  devrait  entretenir  d'etroits  rapports  avec  la  direction  des 
programmes  du  Conseil  du  tresor,  de  facon  a  harmoniser  le  processus  d 'affectation  des 
ressources  avec  la  fonction  de  controle  financier.  Cependant,  le  Conseil  ne  devrait  pas 
chercher  de  son  cote  a  surveiller  les  depenses  des  ministeres  et  a  examiner  leurs  controles, 
mais  devrait  plutot  s'en  remettre  au  nouvel  organisme  comme  principale  source  de  conseils 
en  matiere  de  controle  financier. 
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LEADERSHIP  EFFICACE 

10.31  Sans  egard  a  la  solution  qu'on  retiendra,  le  haut  responsable  de  la  gestion  et 
du  controle  financiers  de  FAdministration  federate  devrait  jouir  d'un  prestige  suffisant  pour 
avoir  directement  acces  aupres  des  sous-chefs  et  pour  que  ces  derniers  le  consultent  a  leur 
tour  sans  craindre  de  blesser  leurs  conseillers  financiers.  De  plus,  son  poste  devrait  etre  assez 
eleve  pour  lui  permettre  de  donner  aux  fonctionnaires  superieurs  des  finances  des  ministe- 
res,  des  directives  d'ordre  professionnel  sur  des  questions  touchant  tous  les  services  de 
FEtat. 

10.32  Le  prestige  du  poste  ne  suffira  pas,  a  lui  seul,  a  garantir  que  la  direction 
fournie  repondra  aux  besoins.  Le  titulaire  doit  aussi  posseder  l'experience  et  les  connaissan- 
ces  requises  pour  etre  en  mesure  d'influer  sur  les  sous-chefs  et  leur  personnel.  II  lui  faudrait: 

avoir  assume,  au  cours  de  sa  carriere  dans  les  services  de  FEtat  ou  a  Fexterieur,  des 
responsabilites  financieres  et  de  gestion; 

-     etre  reconnu  comme  un  chef  de  file  parmi  les  administrateurs  financiers  de  FEtat;  et 

posseder  une  sagesse  incontestable  et  suffisante  pour  etre  en  mesure  de  donner  des 
conseils  sur  des  questions  de  principe. 

10.33  De  plus,  il  importerait  que  le  titulaire  ne  considere  pas  son  poste  de  chef  de 
Fadministration  financiere  comme  un  tremplin  qui  lui  permettrait  d'acceder  a  d'autres 
emplois.  S'il  doit  avoir  pour  tache  d 'examiner  les  systemes  et  le  rendement  des  ministeres,  il 
doit  etre  capable  de  le  faire  sans  se  soucier  des  consequences  facheuses  que  Faccomplisse- 
ment  de  cette  tache  pourrait  avoir  sur  son  avenir  professionnel.  Cet  objectif  ne  serait  atteint 
que  si  son  poste  etait  considere  comme  l'apogee  d'une  carriere. 

10.34  La  principale  action  de  Forganisme  competent  consisterait  a  jouer  un  role  de 
leadership  aupres  des  agents  financiers  des  ministeres,  lesquels  formeraient  la  source  pre- 
miere d 'information.  Dans  le  cas  oil  Factivite  de  Forganisme  central  donnerait  lieu  a  la 
creation  d'un  gros  effectif,  cela  pourrait  signifier  que,  plutot  que  d 'assurer  le  leadership 
necessaire,  il  s'est  oriente  vers  une  intervention  poussee  dans  les  methodes  financieres  des 
ministeres. 

10.35  Nous  reconnaissons  que  le  type  de  personnel  requis  sera  difficile  a  recruter  et 
a  retenir,  d'autant  plus  qu'il  y  a,  presentement,  de  nombreux  postes  vacants  dans  les 
ministeres  et  que  ceux-ci  ont  du  mal  a  y  pourvoir.  Le  premier  devoir  du  chef  de  Fadminis- 
tration financiere  serait  d'attirer  et  de  former  un  personnel  possedant  la  competence  voulue, 
puis  d'ameliorer  la  qualite  generate  des  services  financiers  dans  les  ministeres  et  organismes 
au  moyen  d'un  plan  de  promotion  professionnelle  comportant  des  stages  de  perfectionne- 
ment  dans  les  ministeres  et  dans  les  organismes  centraux. 

10.36  Toutes  les  recommandations  du  Rapport  visent  a  I 'amelioration  des  contrbles 
financiers.  Les  plus  importantes  reconnaissent,  explicitement  ou  implicitement,  la  necessite  de 
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mettre  sur  pied  un  organisme  central  qui  assurerait  une  direction  d'ensemble.  II  est  evident 
que,  si  Von  veut  des  contrbles  bien  coordonnes  et  efficaces,  ilfaut  clarifier  et,  si  possible,  unifier 
les  responsabilites  suivantes: 

-  recommander  au  gouvernement  des  politiques,  des  directives  et  des  lignes  directrices 
dans  le  domaine  de  la  gestion  et  du  contr  die  financiers,  et  enfournir  V  interpretation; 
donner  des  conseils  au  sujet  de  la  forme  du  Budget  des  depenses  et  des  Comptes  publics; 

evaluer  les  structures  de  programmes  et  d'activites  des  ministeres,  ainsi  que  les  metho- 
des  de  mesure  fondees  sur  les  couts,  y  compris  d'autres  systemes  de  mesure  etayant  cette 
structure; 

approuver  et  surveiller  le  contrble  budgetaire  des  ministeres,  de  meme  que  leurs  syste- 
mes de  rapports  et  de  contrble  financiers; 

-  faire  des  analyses  des  ecarts  entre  le  rendement  des  services  financiers  prevus  et  reels; 

etablir  des  normes  applicables  aux  procedes  de  verification  interne  au  sein  des  ministe- 
res et  organismes  et  en  surveiller  Vapplication; 

etablir  les  pratiques  servant  de  regie  a  Vetablissement  des  etats  financiers  et  des 
Comptes  publics  du  Canada;  et 

aider  la  Commission  de  la  Fonction  publique  a  choisir  et  a  former  le  personnel  financier 
et  a  en  orient er  la  car ri ere. 
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ETUDE  DE  LA  GESTION  ET  DU  CONTROLE  FINANCIERS 

ANNEXE  CONTENANT 

LES  RAPPORTS  ADRESSES  AUX  MINISTERES  ET  ORGANISMES 

INTRODUCTION 

L'etude  de  la  gestion  et  du  controle  financiers  a  porte  sur  28  ministeres  et  organismes.  On 
trouvera  ci-joint  les  observations  et  recommandations  faites  a  chaque  sous-chef,  ainsi  que 
les  commentaires  de  ces  derniers. 

Une  equipe  de  verification  s'est  rendue  dans  chaque  ministere  et  organisme  pour  y 
examiner  en  detail  les  methodes  en  usage.  L'equipe  a  interviewe  un  certain  nombre  de 
gestionnaires  ministeriels  y  compris  des  gestionnaires  organiques,  ainsi  que  la  plupart  des 
hauts  fonctionnaires  directement  interesses  a  la  gestion  et  au  controle  financiers.  Puisque 
l'etude  portait  essentiellement  sur  les  systemes,  les  verificateurs  s'en  sont  tenus,  dans 
l'examen  des  operations  et  des  registres  financiers,  au  minimum  necessaire  pour  compren- 
dre  et  verifier  les  renseignements  tires  des  entrevues  ou  des  documents  des  ministeres.  C'est 
pourquoi  les  observations  et  recommandations  contenues  dans  les  rapports  adresses  aux 
ministeres  concernent  surtout  les  systemes,  et  non  des  operations  precises  dont  les  equipes 
ont  pu  prendre  connaissance  au  cours  de  leur  verification. 

Chaque  ministere  et  organisme  a  recu  un  rapport  provisoire,  ou  nous  lui  exposions  nos 
conclusions,  notre  analyse  et  nos  recommandations.  Apres  avoir  rencontre  les  sous-chefs  et 
leurs  conseillers  superieurs  des  finances  pour  confirmer  les  conclusions  et  discuter  des 
observations  et  recommandations,  nous  en  avons  redige  des  resumes  et  avons  demande  aux 
ministeres  de  les  commenter.  Ces  resumes  et  les  commentaires  des  ministeres,  approuves 
par  les  sous-chefs,  sont  repris  integralement  dans  la  presente  annexe. 

Sauf  indication  contraire  dans  les  resumes,  l'etude  a  porte  sur  tous  les  programmes  et 
services  de  chaque  ministere  et  organisme. 

Au  sujet  des  resumes  il  convient  de  signaler  ce  qui  suit: 

-  ces  resumes  enumerent  les  lacunes  des  systemes.  La  longueur  des  listes  ne  temoigne 
en  rien  de  la  qualite  relative  des  systemes  des  divers  ministeres;  elle  est  plutot 
fonction  du  style  propre  a  chacune  des  seize  equipes  de  verification; 

-  ils  ne  font  pas  mention  des  systemes  ministeriels  bien  conc,us,  car  l'objet  de  l'etude 
etait  de  deceler  les  faiblesses  et  de  proposer  des  mesures  correctives; 

-  ils  passent  rapidement  sur  les  problemes  attribuables,  selon  nous,  a  l'imperfection  ou 
aux  contraintes  des  systemes  centraux  de  personnel,  de  budget,  de  rapports  finan- 
ciers ou  autres,  car  nous  croyons  ne  pas  pouvoir  attendre  des  ministeres  qu'ils 
prennent  seuls  les  mesures  correctives  necessaires; 
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l'ordre  de  presentation  des  observations  et  des  conclusions  n'est  pas  le  meme  que 
dans  le  corps  du  Supplement,  car  nous  avons  tire  ces  dernieres  apres  avoir  envoye 
bon  nombre  des  resumes  aux  ministeres; 

ils  mettent  l'accent  sur  les  recommandations.  Les  recommandations  qui  n'etaient  pas 
suffisamment  claires  par  elles-memes  sont  precedees  d'un  paragraphe  expliquant  la 
nature  du  probleme.  Les  ministeres  ne  commentaient  que  les  recommandations; 

nous  n 'avons  pas  cherche  a  verifier  si  les  mesures  indiquees  dans  les  commentaires 
des  ministeres  avaient  bel  et  bien  ete  prises  ou  si  elles  avaient  reussi  a  combler  les 
lacunes  mentionnees  dans  nos  observations  et  recommandations. 

Les  resumes  ne  doivent  pas  etre  lus  hors  du  contexte  de  l'ensemble  du  Supplement.  Les 
principales  lacunes  de  la  gestion  et  du  controle  financiers  que  les  resumes  et  le  corps  du 
Supplement  mentionnent,  s'appliquent  a  la  plupart  des  ministeres  et  organismes. 
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MINISTERE  DES  AFFAIRES  DES  ANCIENS  COMBATTANTS 

Observations  et  recommandations  en  date  du  mois  de  decembre  1974 
Commentaires  du  Ministere  en  date  du  mois  de  mars  1975 

L 'etude  n'a  pas  tenu  compte  des  depenses  d'exploitation  se  rapportant  aux  credits 
suivants: 


Credit  5:  Commission  des  allocations  aux  anciens  combattants 
Credit  25:  Conseil  de  revision  des  pensions 
Credit  30:  Commission  canadienne  des  pensions 
Credit  40:  Bureau  des  services  juridiques  des  pensions 

Notre  etude  a  toutefois  porte,  pour  ce  qui  est  des  credits  suivants,  sur  les  formalites 
prealables  au  paiement,  une  fois  que  le  droit  en  a  ete  etabli: 

Credit  10:  Subventions  et  contributions  de  la  Commission  des  allocations  aux  anciens 
combattants. 

Credit  20:  Subventions  et  contributions  des  services  de  bien-etre 

Credit  35:  Subventions  et  contributions  de  la  Commission  canadienne  des  pensions. 


OBSERVATIONS  ET 
RECOMMANDATIONS 

ORGANISATION 

•  En  plus  de  ses  attributions  actuelles,  le  conseil- 
ler  en  gestion  financiere  du  Ministere  devrait 
jouer  un  plus  grand  role  fonctionnel  par  rap- 
port aux  controles  et  systemes  financiers  et 
dans  le  recrutement,  le  perfectionnement  et 
1'evaluation  des  agents  financiers  au  service  de 
la  gestion  du  programme. 

DOTATION  EN  PERSONNEL  DES  POSTES 
FINANCIERS 

•  Le  Ministere  a  actuellement  tout  le  personnel 
financier  qu'il  lui  faut,  cependant  il  ne  planifie 
pas  systematiquement  ses  besoins  futurs,  afin 
de  disposer  d'un  delai  adequat  pour  former 
ou  recruter  des  agents  financiers  suivant  la 
qualite  et  le  nombre  requis. 

Le  Ministere  devrait  proceder  periodique- 
ment  a  des  etudes  comparatives  de  ses  res- 
sources  et  de  ses  besoins  de  personnel 
financier. 


COMMENTAIRES  DU  MINISTERE 


Notre  conseiller  en  gestion  financiere  assumera 
sans  delais  un  plus  grand  role  de  conseiller  par 
rapport  aux  fonctions,  tout  en  veillant  a  ne  pas 
empieter  sur  les  attributions  essentielles  de  la 
direction  du  programme. 


Nous  le  ferons,  dans  le  cadre  du  nouveau  plan 
de  perfectionnement  et  de  remplacement  des 
gestionnaires. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

•  Le  Ministere  devrait  instituer  un  programme 
global  d 'orientation  de  carriere  et  de  perfec- 
tionnement  professionnel  du  personnel 
financier. 

•  Les  descriptions  de  postes  ne  sont  pas  toutes  a 
jour  et  sont  axees  davantage  sur  la  classifica- 
tion des  emplois  que  sur  les  attributions  de 
gestion  financiere. 

Le  Ministere  devrait  passer  en  revue  les  des- 
criptions de  postes  d 'agent  ayant  des  attribu- 
tions financieres  et  les  corriger  au  besoin  pour 
en  degager  les  fonctions  et  les  attributions  de 
gestion  financiere. 

QUALITE  DE  LA  COMMUNICATION  DES 
EXIGENCES  FINANCIERES 

•  Le  Ministere  devrait  terminer  son  manuel  fi- 
nancier exhaustif. 

POLITIQUES  ET  METHODES  DE 
CONTROLE  DES  DEPENSES 

•  Le  Ministere  devrait  proposer  aux  organismes 
qui  octroient  des  pensions  d 'invalidity  et  des 
allocations  aux  anciens  combattants:  de  deter- 
miner d'avance  le  total  des  mensualites;  d'eta- 
blir  des  mecanismes  de  controle  de  fac,on  que 
les  versements  correspondent  au  total  fixe  au 
prealable;  de  proceder  a  des  verifications  a 
posteriori  cycliques. 

•  Les  bureaux  regionaux  et  de  districts  de- 
vraient  entierement  documenter  leurs  syste- 
mes  de  controle  interne. 

•  La  paie  est  decentralisee  aux  niveaux  des  dis- 
tricts, regions,  etc.,  mais  le  Ministere  n'a  pas 
de  methodes  centrales  de  controle  financier. 
Pour  apporter  a  la  paie  les  modifications  ap- 
prouvees  par  la  direction,  les  bureaux  region- 
naux  du  personnel  s'adressent  directement  au 
ministere  des  Approvisionnements  et  Services 
qui  expedie  les  cheques  aux  agents  financiers 
de  district  pour  distribution. 

Le  conseiller  en  gestion  financiere  du  Ministe- 
re devrait  passer  en  revue  les  controles  exerces 
sur  la  paie  pour  voir  s'ils  sont  adequats. 


COMMENTAIRES  DU  MINISTERE 

Nous  passerons  en  revue  notre  plan  de  forma- 
tion et  de  perfectionnement  des  agents 
financiers. 


La  teneur  et  la  presentation  des  descriptions  de 
poste  sont  bien  reglementees.  II  serait  preferable, 
avant  de  faire  les  ameliorations  voulues,  d'en 
faire  une  etude  et  une  analyse  plus  poussees  a 
l'echelle  de  la  fonction  publique. 


Nous  acheverons  le  manuel  sous  peu. 


Le  traitement  de  ces  paiements  a  ete  transfere 
aux  organismes  et  un  tel  controle  fera  partie  du 
nouvel  ensemble  des  systemes  de  controle. 


Nous  documenterons  les  systemes  de  controle 
interne  des  districts  et  regions. 


Nous  admettons  la  necessite  de  passer  en  revue 
les  controles  internes  exerces  sur  la  paie  et  en 
avons  entrepris  l'examen. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

CONTROLE  DES  REVENUS,  COMPTES  A 
RECEVOIR  COMPRIS 

•  Les  hopitaux  et  les  districts  devraient  faire 
parvenir  regulierement  des  rapports  detailles 
sur  l'etat  des  comptes  a  recevoir  au  bureau 
principal  du  programme  des  services  de  trai- 
tement  qui  les  passerait  en  revue  et  leur  don- 
nerait  suite. 

•  La  partie  importante  des  frais  qui  ne  peut  etre 
recouvree  en  raison  des  tarifs  de  la  facturation 
du  programme  des  services  de  traitement  de- 
vrait  etre  signalee  dans  les  rapports  financiers 
internes. 


COMMENTAIRES  DU  MINISTERE 


Le  bureau  principal  du  programme  recevra  re- 
gulierement ces  rapports  a  des  fins  de  controle. 


Les  rapports  internes  signaleront  desormais  la 
partie  des  frais  qui  ne  peuvent  etre  recouvres. 


STOCKS 

•  II  n'existe  aucun  moyen  de  garantir  que  tous 
les  achats  d'equipement  sont  inscrits  dans  les 
registres  de  stocks. 

II  faudrait  verifier  avec  les  depenses  annuelles 
d  'equipement  le  prix  de  tous  les  achats  inscrits 
dans  les  registres  quantitatifs  de  stocks. 

FONDS  EN  FIDUCIE 

•  Le  controle  interne  exerce  sur  les  indemnites 
de  traitement  non  versees  laisse  a  desirer  dans 
bien  des  cas. 

Le  Ministere  devrait  avoir  des  comptes  de 
controle  pour  tenir  compte  provisoirement  de 
ses  engagements  relatifs  aux  indemnites  de 
traitement. 

Le  Ministere  devrait  soumettre  a  un  examen 
rigoureux  les  listes  des  indemnites  de  traite- 
ment encourues  et  faire  regulierement,  par 
echantillonnage,  une  verification  a  posteriori 
des  debours. 


Nous  prendrons  les  mesures  qui  s'imposent. 


Nous  prendrons  les  mesures  qui  s'imposent. 


Nous  prendrons  les  mesures  qui  s'imposent. 


VERIFICATION  INTERNE 

•  L 'unite  de  la  verification  interne  manque  sou- 
vent  de  personnel.  II  est  en  effet  difficile  de 
recruter  les  employes  necessaires  etant  donne 
les  nombreux  voyages  demandes  et  le  manque 
de  planification  de  la  carriere  de  verificateur 
interne. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 


COMMENTAIRES  DU  MINISTERE 


Un  systeme  de  rotation  du  personnel  qui  s'ap- 
pliquerait  au  service  de  verification  interne, 
devrait  etre  instaure  pour  permettre  de  recru- 
ter  des  personnes  d  'avenir. 


•  La  verification  interne  n'englobe  pas  entiere- 
ment  les  bureaux  principaux  de  programmes, 
le  programme  d 'administration  et  les  registres 
de  paie  du  Ministere. 

Le  Ministere  devrait  soumettre  a  la  verifica- 
tion interne  les  depenses  qui  ne  sont  pas  ac- 
tuellement  verifiees. 

CLASSIFICATION  DES  COMPTES 

•  Le  Ministere  devrait  redefinir  les  activites  et 
sous-activites  des  programmes  de  l'adminis- 
tration  et  des  services  de  traitement,  et  les  pre- 
senter a  1 'approbation  du  Conseil  du  tresor. 

PREVISIONS  DE  PROGRAMME 

•  Prenant  appui  sur  ses  plus  recents  renseigne- 
ments,  le  Ministere  devrait  indiquer  dans  ses 
previsions  de  programme  le  moment  ou  il  en- 
visage de  transferer  un  hopital,  ce  qui  lui  en 
coutera,  ce  qu'il  epargnera  ainsi  que  les  autres 
repercussions. 

BUDGET  PRINCIPAL  DES  DEPENSES 

•  Le  Ministere  devrait  s 'arranger  pour  que  la 
haute  direction  remette  serieusement  en  ques- 
tion tous  les  principaux  elements  du  budget  de 
programme. 

•  Le  Ministere  devrait  integrer  de  facon  formel- 
le,  la  planification  budgetaire  dans  le  pro- 
gramme d 'administration. 

CONTROLE  BUDGETAIRE  ET 
PREVISIONS  DE  CAISSE 

•  Le  Ministere  devrait  reviser  ses  budgets  d 'ex- 
ploitation lorsqu'il  y  a  un  changement  de  cir- 
constances  suffisamment  important. 

•  Les  frais  incontrolables  entrent  dans  le  budget 
d 'exploitation  global  des  centres  de  responsa- 
bilite;  il  arrive  done  que  le  budget  d'un  ges- 
tionnaire  organique  soit  greve  ou  au  contraire 
allege  par  des  facteurs  independants  de  sa 
volonte. 


Grace  a  notre  nouveau  plan  de  perfectionne- 
ment  et  de  remplacement  de  gestionnaires,  nous 
pourrons  trouver  des  personnes  d 'avenir,  tant 
chez  les  FI  qu'ailleurs,  et  les  preparer  a  la  rota- 
tion du  personnel  par  le  biais  de  la  verification 
interne.  Cependant,  le  gouvernement  aurait  de 
plus  en  plus  besoin  d'etudier  la  possibility  d'ac- 
corder  des  avantages  aux  verificateurs  tenus  de 
beaucoup  voyager. 


Nous  accorderons  une  attention  particuliere  aux 
secteurs  mentionnes  lorsque  nous  planifierons  la 
verification  a  1 'avenir. 


Nous  acceptons  de  le  faire,  a  la  condition  que,  si 
Ton  decide  de  subdiviser  le  programme  d 'admi- 
nistration, on  ne  deroge  pas  aux  usages  genera- 
lement  pratiques  au  gouvernement. 


Puisque  les  tranferts  sont  imprevisibles  et  que 
nous  ne  devons  pas  prendre  position  avant  les 
negotiations,  il  n'est  pas  souhaitable  de  divul- 
guer  les  details  des  transferts. 


Nous  acceptons  de  le  faire,  et  la  haute  direction 

a  deja  entrepris  systematiquement  le  travail  a 

l'occasion      des      dernieres      previsions      de 

programme. 

Nous  avons  maintenant  integre  de  facon  formel- 

le  la  planification  budgetaire  dans  le  programme 

d 'administration. 


Nous  acceptons  de  le  faire. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

Le  Ministere  devrait  prevoir  dans  les  budgets 
d 'exploitation,  des  affectations  separees  pour 
les  frais  incontrolables. 

•  Le  Ministere  devrait  prevoir  un  systeme  de 
rapports  de  gestion  financiere  fonde  sur  les 
resultats,  afin  de  faire  ressortir  les  ecarts. 

•  Le  Ministere  devrait  mettre  a  profit  les  tech- 
niques de  mesure  de  rendement  dans  les  sec- 
teurs  charges  du  traitement  de  la 
documentation. 

RAPPORTS  FINANCIERS 

•  Le  Ministere  devrait  definir  et  documenter 
comme  il  faut  le  partage,  entre  lui-meme  et  le 
ministere  des  Approvisionnements  et  Services, 
des  attributions  en  matiere  de  traitement  des 
donnees. 

•  Les  systemes  comptables  et  les  systemes  de 
rapports  financiers  des  hopitaux  du  Ministere 
different  de  ceux  des  hopitaux  provinciaux. 
Cette  divergence  rend  impossible  la  comparai- 
son  avec  les  hopitaux  provinciaux  semblables 
et  peut  causer  des  problemes  de  transition  au 
moment  ou  les  hopitaux  du  Ministere  sont 
transferes  aux  provinces. 

Le  Ministere  devrait  evaluer  s'il  ne  serait  pas 
realisable  et  avantageux  d 'adopter  dans  ses 
hopitaux  les  systemes  comptables  et  les  syste- 
mes de  rapports  financiers  des  provinces. 


COMMENTAIRES  DU  MINISTERE 

Nous  acceptons  la  recommandation  en  principe; 

chaque  programme  en  etudiera  l'application  a 

tous  les  cas  pertinents. 

Nous  sommes  parfaitement  d 'accord  et  proce- 

dons  actuellement  a  d'importantes  etudes  qui 

permettront,  une  fois  terminees,  de  mettre  en 

place  le  systeme  necessaire. 

Nous  acceptons  la  recommendation  en  principe, 

et  croyons  que  ce  serait  une  application  possible 

du  systeme  de  mesure  du  rendement  de  l'exploi- 

tation(S.M.R.E-). 


Nous  acceptons  la  recommandation  et  avons  en- 
trepris  de  definir  et  de  documenter  les  attribu- 
tions en  matiere  de  traitement  des  donnees. 


Les  quelques  divergences  qui  demeurent  n'ont 
jusqu'ici  pose  de  problemes  ni  pour  les  affaires 
courantes  ni  pour  la  realisation  des  accords  de 
transfert;  nous  rejetons  done  la 
recommandation. 
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MINISTERE  DES  AFFAIRES  EXTERIEURES 

Observations  et  recommandations  en  date  du  mois  de  juillet  1975 
Commentaires  du  Ministere  en  date  du  mois  de  septembre  1975 

L 'etude  portait  sur  le  programme  des  interets  du  Canada  a  l'etranger,  relevant  du  sous- 
secretaire  d'Etat  et  comprenant  les  activites  du  bureau  des  passeports.  Elle  n'a  pas  tenu 
compte  des  depenses  de  fonctionnement  imputees  sur  le  credit  suivant: 

Credit  20:  Affecte  au  programme  des  expositions  universelles. 

OBSERVATIONS  ET  COMMENTAIRES  DU  MINISTERE 

RECOMMANDATIONS 


ORGANISATION 


AGENT  FINANCIER  DESIGNE 

•  Le  Ministre  devrait  designer  comme  fonction- 
naire  superieur  des  finances  le  sous-secretaire 
adjoint  aux  finances  et  a  1 'administration  ou  le 
directeur  general  des  finances  et  de 
l'administration. 


RESTRUCTURATION 

•  Les  ressources  humaines  sont  mal  reparties: 
de  nombreuses  annees-hommes  sont  consa- 
crees  a  des  verifications  a  posteriori  detaillees 
d'interet  limite,  alors  qu'on  neglige  la  verifi- 
cation financiere  interne  et  qu'il  faudrait  ame- 
liorer  l'efficacite  du  service  de  soutien  ainsi 
que  l'information  destinee  a  la  gestion 
financiere. 

•  Le  Ministere  devrait  restructurer  sa  fonction 
financiere  afin  d'obtenir  une  information  de 
gestion  plus  significative,  un  service  de  soutien 
plus  innovateur  et  de  profiter  pleinement  des 
possibilites  d'un  controle  financier  plus 
efficace. 


Les  employes  du  Ministere  savent  bien  qui  est 
responsable  de  conseiller  la  gestion,  au  niveau  le 
plus  eleve,  en  matiere  financiere.  Nous  allons 
remedier  a  l'absence  de  description  officielle  at- 
testant de  la  designation  de  cette  responsabilite 
par  le  Ministre. 


Nous  nous  proposons  de  mettre  sur  pied  des 
services  de  verification  interne,  ainsi  que  d'eli- 
miner  progressivement  les  verifications  finan- 
ciers detaillees  effectuees  actuellement  avant  et 
apres  les  paiements. 


Nous  avons  entrepris  d'etudier  tous  les  aspects 
de  l'administration  financiere  en  vue  de  reorga- 
niser  les  fonctions  financieres  du  Ministere  en 
etroite  conformite  du  guide  d 'administration 
financiere  du  Conseil  du  tresor  et  de  remedier 
aux  lacunes  signalees  dans  le  present  rapport. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

DIRECTION  FONCTIONNELLE 

•  Le  fonctionnaire  superieur  des  finances  ainsi 
que  designe  devrait  veiller  a  ce  que  les  politi- 
ques  et  directives  financieres  soient  communi- 
quees  a  tous  ceux  qui  relevent  fonctionnelle- 
ment  de  lui. 

•  Les  agents  superieurs  des  finances  devraient 
jouer  un  role  plus  actif  dans  l'etablissement 
des  descriptions  de  postes  et  lors  de  l'examen 
du  rendement  du  personnel  financier  subalter- 
ne  dans  tout  le  ministere. 

MANUELS 

Le  Ministere  a  elabore  des  manuels  complets 
de  gestion  du  materiel,  de  gestion  des  biens  et 
de  gestion  financiere,  principalement  a  1 'in- 
tention du  fonctionnement  des  missions. 

•  Le  manuel  de  gestion  financiere  devrait  etre 
complete  pour  comprendre  au  moins: 


COMMENTAIRES  DU  MINISTERE 


Les  politiques  et  directives  financieres  sont  com- 
muniquees  dans  tout  le  Ministere  au  moyen  du 
manuel  et  des  circulaires  de  gestion  financiere. 


Le  directeur  de  la  direction  des  finances  est  con- 
suite  au  sujet  des  descriptions  de  postes  de  tout  le 
personnel  financier,  ainsi  qu'au  sujet  de  l'exa- 
men du  rendement  de  tous  les  FI. 


La  redaction  de  certaines  parties  du  manuel  a 
connu  des  retards,  et  nous  avons  recrute  un 
agent  exclusivement  pour  cette  tache. 


-  les  methodes  de  comptabilite  et  de  verification  au 
bureau  principal 

-  les  organigrammes 

-  la  description  de  tous  les  systemes  financiers 

-  les   methodes  de  controle  des  revenus  et  des 
depenses 

-  les  methodes  de  controle  budgetaire 

-  les     methodes     d'etablissement    des     rapports 
financiers. 


ORGANIGRAMMES 

•  Le  Ministere  devrait  avoir  un  organigramme 
principal  officiel  et  a  jour,  ainsi  que  des  orga- 
nigrammes secondaires  indiquant  tous  les 
liens  hierarchiques,  y  compris  ceux  sur  le  plan 
fonctionnel. 


DESCRIPTIONS  DE  POSTES 

•  II  faudrait  revoir  les  descriptions  de  postes  des 
agents  charges  des  responsabilites  financieres 
et,  au  besoin,  les  rediger  a  nouveau  pour  met- 
tre  en  relief  les  taches  et  les  responsabilites  de 
la  gestion  financiere. 


Puisque  le  mode  d 'organisation  du  Ministere 
entraine  un  nombre  exceptionnel  de  liens  fonc- 
tionnels  sur  le  plan  des  exploitations  comme  sur 
celui  de  l'administration,  nous  croyons  difficile 
de  tous  les  representer  sur  un  meme  organi- 
gramme principal.  Par  contre,  il  est  incontesta- 
ble que  les  responsabilites  en  matiere  financiere 
devraient  etre  decrites  adequatement  et  nous 
prenons  des  mesures  en  ce  sens. 


Nous  sommes  d 'accord;  nous  integrerons  la  re- 
commandation  dans  l'examen  normal  des  des- 
criptions de  postes  effectue  par  le  sous-secretaire 
d'Etat  aux  Affaires  exterieures  en  vertu  des  pou- 
voirs  delegues  par  la  Commission  de  la  Fonction 
publique. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

DELEGATION  DE  POUVOIRS 

•   Le  document  de  delegation  de  pouvoirs  signe 
par  le  Ministre  devrait  specifier  que: 


a)  les  pouvoirs  delegues  ne  peuvent  l'etre  a 
nouveau; 

b)  un  suppleant  ne  peut  exercer  les  pouvoirs 
delegues  au  poste  qu'il  detient  a  titre  interi- 
maire  sans  autorisation  ecrite  d'un  agent 
dont  releve  le  titulaire  du  poste; 

c)  les  pouvoirs  de  paiement  ne  peuvent  etre 
exerces  que  lorsque  le  certificat  exige  par 
l'article  27  de  la  Loi  sur  l'administration 
financiere  a  ete  produit  par  une  personne  a 
laquelle  des  pouvoirs  de  depenser  suffisants 
auront  ete  delegues; 

d)  les  pouvoirs  de  depenser  et  de  payer  ne  peu- 
vent etre  exerces  par  la  meme  personne 
pour  un  paiement  en  particulier;  et 


e)  les  pouvoirs  de  payer  ne  peuvent  etre  dele- 
gues a  des  postes  de  niveaux  inferieurs  a 
celui  d'administrateur  financier  2. 


PAIE 

•  L'etablissement  des  donnees  de  la  paie  et  la 
mise  a  jour  des  dossiers  correspondants  rele- 
vent  surtout  du  personnel.  Les  agents  du  per- 
sonnel n'ont  pas  F«optique  financiere»,  et 
Ton  est  peu  conscient  de  la  necessite  d'un  con- 
trole financier  de  la  paie. 


II  faudrait  etablir  et  decrire  les  methodes  de 
controle  de  la  paie,  tant  au  bureau  principal 
que  dans  les  missions  a  l'etranger.  L'etablisse- 
ment de  ces  mesures  de  controle  et  la  surveil- 
lance de  leur  application  devraient  relever  des 
agents  financiers. 


COMMENTAIRES  DU  MINISTERE 


Bien  que  les  points  mentionnes  ne  figurent  pas 
dans  le  document  de  delegation  de  pouvoirs,  le 
Ministere  veille  a  ce  que  ces  exigences  soient 
respectees  en  menant  une  verification  financiere 
detaillee,  sous  reserve  des  exceptions  ci-dessous: 


d)  il  arrive  parfois  que  les  pouvoirs  de  depenser 
et  de  payer  soient  exerces  par  le  meme  haut 
fonctionnaire  pour  certains  paiements  de  nature 
courante,  lorsqu'un  autre  fonctionnaire  habilite 
n'est  pas  disponible; 

e)  comme  les  pouvoirs  de  payer  sont  actuelle- 
ment  limites  a  la  direction  des  finances,  apres 
une  verification  detaillee,  certains  fonctionnaires 
experimentes,  commis  aux  ecritures  et  aux  regle- 
ments  de  niveau  6,  autorisent  des  paiements 
compte  tenu  des  plafonds  financiers  fixes. 


L'etablissement  des  elements  de  la  paie  et  la 
mise  a  jour  des  dossiers  correspondants  relevent 
de  commis  a  la  remuneration,  sous  l'autorite 
d'un  agent  administratif  pleinement  competent 
dans  ce  domaine.  Un  agent  financier  relevant 
fonctionnellement  du  directeur  de  la  direction 
des  finances  controle  le  budget  des  traitements  et 
des  indemnites. 

II  existe  bien  des  mesures  de  controle,  mais  elles 
devraient  etre  precisees  et  decrites.  Les  agents 
financiers  participeront  a  leur  description  et  a  la 
surveillance  de  leur  application. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

AUTRES  DEPENSES 

•  Le  Ministere  devrait  faire  etablir  des  controles 
au  debut  du  circuit  des  depenses  ainsi  que 
dans  la  suite  des  operations  manuelles,  meca- 
niques  et  informatiques. 

REVENU 

•  II  faudrait  decrire  les  methodes  et  controles 
concernant  la  perception  et  l'inscription  ri- 
goureuse  de  tous  les  revenus. 

CONTROLE  DE  L'ACTIF 

•  II  faut  controler  materiellement  la  quantite,  le 
prix  et  1 'emplacement  de  tout  le  mobilier,  les 
pieces  fixes  et  l'equipement  dont  on  doit  ren- 
dre  compte,  en  recourant  au  besoin  a  des  eti- 
quettes numerotees. 

•  Le  Ministere  devrait  integrer  le  systeme  de 
comptes  auxiliaires  correspondant  a  la  gestion 
de  l'actif  du  bureau  principal  dans  le  systeme 
en  vigueur  pour  la  gestion  des  biens  en  capital 
a  1  'etranger. 


Tous  les  ans,  le  Ministere  devrait  concilier  les 
acquisitions  d  'actifs,  dont  il  doit  rendre  comp- 
te, inscrites  au  systeme  auxiliaire  avec  les  to- 
taux  des  articles  d 'execution  du  systeme 
comptable  principal. 


COMMENTAIRES  DU  MINISTERE 


Nous  donnerons  suite  a  la  recommandation  lors- 
que  nous  instaurerons  les  methodes  detaillees  de 
controle  des  engagements  qui  sont  en  cours  de 
formulation. 


Les  methodes  concernant  les  revenus  et  les  au- 
tres  comptes  a  recevoir  seront  decrites  dans  le 
manuel  de  gestion  financiere. 


Le  controle  du  materiel  dans  les  missions  est 
assure  par  un  systeme  informatise  de  gestion  des 
stocks,  complete  par  des  denombrements  mate- 
riels,  conformement  au  manuel  de  gestion  du 
materiel.  Un  systeme  analogue  est  mis  en  oeuvre 
au  bureau  principal  pour  le  materiel  mais,  pour 
des  raisons  de  commodite  administrative,  il  sera 
distinct  du  systeme  precedent. 
Nous  envisagerons  la  possibility  de  concilier  les 
acquisitions  inscrites  dans  le  systeme  informati- 
se des  stocks  avec  les  depenses  totales  par  article 
d 'execution  au  cours  de  notre  etude  sur  tous  les 
aspects  de  l'administration  financiere. 


VERIFICATION  INTERNE 


Une  direction  du  service  de  l'inspection,  rele- 
vant du  sous-secretaire  d'Etat,  effectue  dans 
les  missions  a  l'etranger  des  verifications  ope- 
rationnelles  comportant  des  sondages  de  peu 
d  'etendue  des  methodes  et  systemes  financiers. 
II  n'existe  aucune  verification  interne  des  acti- 
vites  du  bureau  principal  ni  du  bureau  des 
passeports. 

L'ampleur  des  verifications  operationnelles 
menees  dans  les  missions  a  l'etranger  de- 
vraient  etre  etendues  afin  de  porter  sur  plus  de 
sujets  et  de  permettre  une  verification  conve- 
nable  des  methodes  et  systemes  financiers. 


Nous  elargirons  cette  annee  la  portee  des  verifi- 
cations grace  a  des  annees-hommes  supplemen- 
taires  qui  permettront  de  former  deux  equipes 
d 'inspection  de  4  personnes.  En  outre,  nous  en- 
visageons  l'opportunite  d'une  nouvelle  exten- 
sion dans  le  cadre  de  l'etude  par  le  Ministere  de 
tous  les  aspects  de  l'administration  financiere. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

On  devrait  elTectuer  une  verification  interne 
du  bureau  principal  et  du  bureau  des 
passeports. 

Le  Ministere  devrait  former  un  comite  de  ve- 
rification, dont  le  role  serait  de: 


a)  revoir  les  rapports  de  verification  interne  et 
les  mesures  prises  a  la  suite  de  ces  rapports; 

b)  approuver  l'objectif  de  verification  de  l'e- 
quipe  de  verification  interne. 


COMMENTAIRES  DU  MINISTERE 


Nous  envisagerons  l'etablissement  d'un  comite 
de  verification  dans  le  cadre  de  l'etude  du  Minis- 
tere de  tous  les  aspects  de  l'administration 
financiere. 


CONTROLE  BUDGETAIRE 


PREVISIONS  ET  BUDGET  PRINCIPAL  DES 
DEPENSES 

•   Toutes  les  decisions  et  les  revisions  de  la  pla- 
nification  devraient  etre  mieux  decrites. 


BUDGET  DE  L'EFFECTIF 

•  Jusqu'ici,  le  Ministere  a  budgete  a  100%  ses 
depenses  en  annees-hommes  et  en  dollars.  Les 
frais  imprevus  correspondant  par  exemple  au 
temps  supplementaire  et  aux  effectifs  occa- 
sionnels  ont  ete  absorbes  grace  aux  «reserves» 
(dans  le  budget  des  traitements)  accumulees 
vu  les  retards  a  combler  des  postes 
disponibles. 

Le  budget  des  traitements  (en  dollars)  conte- 
nu  dans  le  Budget  principal  des  depenses  de- 
vrait tenir  compte  des  delais  a  combler  les 
postes  disponibles.  Le  Ministere  devrait  veil- 
ler  a  ce  que  toutes  les  depenses  connues  d'a- 
vance,  comme  le  temps  supplementaire  et 
l'emploi  d 'effectif  occasionnel,  soient  prevues 
et  rapportees  comme  un  article  d 'execution 
distinct. 


Nous  sommes  d'avis  que  les  decisions  et  les  revi- 
sions de  la  planification  sont  suffisamment  et 
etroitement  controlees.  Cependant,  nous  sommes 
d 'accord  que  celles-ci  pourraient  etre  mieux  de- 
crites au  sens  officiel. 


Le  manuel  des  previsions  de  programme  et  du 
Budget  des  depenses  n 'oblige  pas  a  tenir  compte, 
dans  le  budget,  des  delais  a  combler  des  postes 
disponibles.  Comme  le  resultat  net  serait  le  me- 
me,  nous  jugeons  plus  realiste  de  prevoir  au  bud- 
get des  traitements  un  montant  brut  correspon- 
dant aux  employes  permanents  et  occasionnels 
plutot  que  de  faire  des  previsions  separees.  Le 
temps  supplementaire  est  en  fait  prevu  depuis 
plusieurs  annees  par  un  article  d 'execution 
distinct. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

METHODES  BUDGETAIRES 

•  Le  Ministere  devrait  etablir  officiellement  et 
decrire  les  politiques  concernant  les  exigences, 
la  preparation,  la  mise  a  l'epreuve  et  l'appro- 
bation  des  presentations  budgetaires,  en  men- 
tionnant  notamment  la  necessite  d'une  verifi- 
cation independante  de  l'exactitude  (mecani- 
que  et  manuelle)  des  presentations  et  des  do- 
cuments a  1'appui. 

•  II  faudrait  mettre  au  point  de  meilleures  me- 
thodes  d 'analyse  des  ecarts  budgetaires. 


COMMENTAIRES  DU  MINISTERE 


Nous  etablirons  officiellement  et  decrirons  les 
politiques  et  methodes  concernant  le  budget 
dans  le  manuel  de  gestion  financiere.  La  verifi- 
cation des  presentations  budgetaires  sera  inte- 
gree  aux  methodes  permanentes. 


Nous  entreprendrons  d'ameliorer  l'analyse  des 
ecarts  a  la  faveur  d'une  recente  reorganisation 
de  la  direction  des  finances. 


CONTROLE  DES  ENGAGEMENTS 

•  II  faudrait  perfectionner  et  decrire  le  systeme 
de  comptabilite  et  de  controle  des  engage- 
ments dans  tout  le  Ministere  afin  d'obtenir 
des  inscriptions  precises  et  coherentes  aux 
rapports  financiers. 

DOTATION  EN  PERSONNEL 

•  Le  Ministere  devrait  faire  tout  son  possible 
pour  veiller  a  ce  que  la  dotation  en  personnel 
de  la  section  des  previsions  soit  appropriee 
aux  hautes  responsabilites  mises  en  jeu  et  per- 
mette  de  fournir  un  appui  efficace  aux  centres 
de  responsabilite. 


En  effet,  la  comptabilite  et  le  controle  des  enga- 
gements devraient  etre  ameliores  et  decrits. 
Nous  etudions  actuellement  divers  systemes  afin 
de  mettre  au  point  le  plus  approprie  a  1  'exploita- 
tion du  Ministere. 


La  dotation  en  personnel  et  la  reorganisation  de 
la  section  des  previsions  seront  l'un  des  princi- 
paux  points  envisages  lors  de  l'etude  par  le  Mi- 
nistere de  tous  les  aspects  de  l'administration 
financiere. 


RAPPORTS  FINANCIERS 


•  Le  Ministere  a  recours  aux  services  du  minis- 
tere des  Approvisionnements  et  Services 
(M.A.S.)  pour  ses  rapports  financiers,  mais  il 
maintient  neanmoins  son  propre  systeme  de 
comptabilite  pour  le  controle  des  affectations. 

•  La  conciliation  des  renseignements  financiers 
produits  par  le  systeme  de  comptabilite  du 
Ministere  et  ceux  emanant  du  M.A.S.  devrait 
etre  revue  et  parafee  par  un  agent  superieur 
des  finances. 

•  Le  Ministere  devrait  etudier  et  mettre  au 
point  des  facons  d'ameliorer  le  systeme  de 
rapports  financiers,  de  preference  par  I'inter- 
mediaire  du  M.A.S.,  plus  particulierement 
dans  les  domaines  suivants: 

a)  utilisation  des  annees-hommes; 

b)  comptabilite  precise  des  engagements;  et 

c)  comptabilite  d'exercice  au  besoin. 


Le  M.A.S.  nous  fournit  un  service  de  rapports 
budgetaires  et  de  tresorerie,  qui  tient  des  regis- 
tres  distincts  de  caisse  et  d 'affectation  pour  fins 
de  controle  et  de  conciliation. 

A  l'avenir,  les  conciliations  des  registres  comp- 
tables  du  Ministere  et  du  M.A.S.  seront  revues  et 
signees  par  des  agents  superieurs  de  la  direction 
des  finances. 

Nous  envisagerons  la  possibility  de  donner  suite 
a  cette  recommandation  lors  de  l'etude  en  cours 
sur  tous  les  aspects  de  l'administration 
financiere. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

•  Le  Ministere  devrait  echanger  des  donnees 
d 'entrees  sur  les  depenses  avec  le  M.A.S.  en 
«langage-machine»  et  devrait  continuer  d'e- 
tudier  les  possibilites  de  reduire  tout  double 
emploi  dans  l'etablissement  des  donnees  et 
des  rapports  financiers. 

BUREAU  DES  PASSEPORTS 

•  II  faudrait  completer  le  manuel  des  pratiques 
courantes  en  y  incluant  toutes  les  modalites  de 
controle  des  revenus  et  des  depenses. 


II  faudrait  etudier  la  possibility  d'integrer  le 
systeme  ministeriel  en  ce  qu'il  s 'applique  au 
bureau  des  passeports  et  le  systeme  comptable 
de  ce  dernier  dans  le  systeme  du  M.A.S. 


COMMENTAIRES  DU  MINISTERE 

Nous  etudions  actuellement,  en  collaboration 
avec  le  M.A.S.,  un  projet  pilote  consistant  a  four- 
nir  des  donnees  d 'entrees  sur  cassettes. 


Les  methodes  de  controle  existent  sous  forme  de 
directives  et  sont  suivies  en  pratique.  Le  manuel 
des  pratiques  courantes  sert  principalement  a 
decrire  la  marche  a  suivre  par  le  personnel  du 
bureau  des  passeports  pour  examiner  les  deman- 
des  et  delivrer  les  passeports.  Certains  chapitres 
traitent  des  services  de  soutien  comme  le  person- 
nel, les  finances  et  l'administration;  nous  nous 
proposons  de  completer  ces  chapitres  des  que 
possible. 

Nous  envisagerons  la  possibility  de  donner  suite 
a  cette  recommandation  lors  de  l'etude  par  le 
Ministere  de  tous  les  aspects  de  l'administration 
financiere. 
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DEPARTEMENT  D'ETAT  CHARGE  DES  AFFAIRES  URBAINES 

Observations  et  recommandations  en  date  du  19  decembre  1974 
Commentaires  du  Departement  en  date  du  30  juin  1975 

Cette  etude  a  porte  uniquement  sur  le  departement  d'Etat  charge  des  Affaires  urbaines, 
relativement  aux  credits  1  et  5,  et  non  sur  la  Societe  centrale  d'hypotheques  et  de  logement 
et  sur  la  Commission  de  la  Capitale  nationale,  qui  sont  des  organismes  separes. 


OBSERVATIONS  ET 
RECOMMANDATIONS 

ORGANISATION  DU  SERVICE  DES 
FINANCES  ET  DE  LA  COMPTABILITE 

Etant  donne  la  structure  et  l'importance  ac- 
tuelle  du  Departement,  de  meme  que  la  nature 
des  activites  presentes,  l'utilite  pratique  d'un 
service  centralise  de  finances  ne  fait  aucun 
doute,  car  il  permet  d'assurer  l'efficacite  et  le 
rendement  de  la  gestion  et  du  controle  finan- 
ciers des  operations  du  Departement. 

Cette  organisation  a  cependant  ete  moins  ef- 
ficace  que  prevu  par  suite  du  manque  de  con- 
certation  et  de  coordination  entre  les  divers 
membres  du  Departement  quant  a  la  gestion 
et  au  controle  financiers.  Les  directions  gene- 
rales  et  les  sections  administratives  semblent 
faire  abstraction  de  certaines  attributions  et 
exigences  determinees,  sans  consideration  des 
besoins  et  de  la  collaboration  d'autres  sec- 
tions. Les  diverses  unites  choisissent  et  appli- 
quent  chacune  de  son  cote  les  mesures  qui  leur 
semblent  s'imposer  en  matiere  de  systemes  de 
gestion  et  de  controle  financiers.  Cela  pourrait 
occasionner  des  inconsequences  et  des  lacunes 
dans  le  controle  interne,  sans  parler  du  double 
emploi  des  fonctions. 

Chaque  direction  generate  du  Departement 
devrait  designer  une  personne  au  niveau  de  la 
gestion  possedant  les  qualites  voulues  comme 
son  representant  financier. 
•  II  conviendrait  de  former  un  comite  compre- 
nant  le  directeur  du  personnel,  des  finances  et 
de  1 'administration,  ses  trois  agents  en  chef  et 
les  representants  financiers  des  deux  direc- 
tions generales  pour  traiter  des  questions  ad- 
ministratives et  financieres  rattachees  au  fonc- 
tionnement  des  directions  generales. 


COMMENTAIRES  DU  DEPARTEMENT 


En  raison  de  leur  centralisation,  les  services  fi- 
nanciers entrent  souvent  en  rapport  avec  les  di- 
rections generales  afin  de  connaitre  leurs  exigen- 
ces et  les  conseiller  sur  tous  les  aspects  de  la 
gestion  et  du  controle  financiers. 


D 'accord.  La  fonction  existe  deja  dans  certains 
cas  et  va  devenir  officielle  et  obligatoire. 


D 'accord.  Mais  le  comite  ne  peut  se  limiter  aux 
deux  directions  generales,  car  il  faut  egalement 
tenir  compte  des  directions  independantes. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

DESCRIPTIONS  DE  POSTE 

•  II  convient  de  mettre  a  jour  les  descriptions  de 
poste  des  employes  qui  exercent  des  fonctions 
d'ordre  financier  et  qui  ne  relevent  pas  de  la 
division  des  finances,  et  il  y  aurait  lieu  de 
revoir  les  descriptions  regulierement  par  la 
suite  en  mettant  davantage  l'accent  sur  les  as- 
pects financiers  des  postes. 

COMMUNICATIONS  DES  EXIGENCES 
FINANCIERES 

•  Dans  le  systeme  actuel,  une  grande  partie  des 
renseignements  et  connaissances  essentiels  a 
son  fonctionnement  reste  l'apanage  de  quel- 
ques  uns,  sans  etre  decrits  suffisamment  ou 
transmis  comme  il  convient.  II  s'ensuit  que  les 
employes  ne  connaissent  pas  ou  ne  compren- 
nent  pas  toujours  comme  il  le  faut  leurs  attri- 
butions, que  les  methodes  approuvees  ne  sont 
peut-etre  pas  toujours  appliquees  de  la  meme 
maniere,  qu'on  ne  tient  parfois  pas  suffi- 
samment compte  des  exigences  financieres,  et 
que  la  planification  n'est  pas  toujours  syste- 
matique  et  bien  organisee. 

Le  chef  des  finances  devrait  s'occuper  de  faire 
mettre  au  point  un  manuel  d 'administration 
financiere  et  de  le  faire  distribuer  aux  mem- 
bres  interesses  du  personnel  du  Departement. 

II  y  aurait  lieu  de  se  servir  davantage  de  notes 
de  service  precises,  en  veillant  a  ce  que  celles- 
ci  soient  dument  acheminees  et  signees  et 
qu'on  leur  donne  la  suite  voulue. 

REPARTITION  DES  POUVOIRS 
FINANCIERS  EN  VERTU  DE  LA  LOI  SUR 
L'ADMINISTRATION  FINANCIERE 

•  II  conviendrait  de  modifier  les  documents 
comptables  qu 'utilise  le  Departement  afin  d'y 
reserver  un  espace  ou  on  indiquerait  Particle 
de  la  Loi  sur  l'administration  financiere  aux 
termes  duquel  l'autorisation  est  donnee. 


Le  directeur  du  personnel,  des  finances  et  de 
l'administration  devrait  veiller  a  ce  que  les 
cartes  de  specimen  de  signature  du  Departe- 
ment soient  a  jour  et  que  le  ministere  des  Ap- 
provisionnements  et  Services  soit  informe  de 
tout  changement. 


COMMENTAIRES  DU  DEPARTEMENT 


Entendu.  Nous  tiendrons  compte  de  cette  recom- 
mandation  lorsque  se  fera,  au  cours  des  douze 
prochains  mois,  la  revision  du  classement  des 
postes  dans  les  diverses  directions. 


D 'accord.  L'ebauche  du  manuel  en  question  est 
en  cours  d 'achievement  et  il  sera  publie  dans  les 
meilleurs  delais. 


Cette  recommandation  sera  etudiee. 


C'est  le  ministere  des  Approvisionnements  et 
Services  qui  conceit  les  formules  de  demande  de 
cheque.  L 'approbation  du  paiement  des  factures 
se  fait  toujours  en  conformite  de  l'article  27  de 
la  Loi  sur  l'administration  financiere.  L'emploi 
a  cette  fin  d'un  cachet  ne  semble  pas  aller  a 
l'encontre  des  lignes  directrices  du  Conseil  du 
tresor. 

Cela  a  ete  fait. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

CONTROLE  DES  DOCUMENTS 
ORIGINAUX 

•  Parce  que  les  originaux  des  demandes  de  che- 
que ne  sont  controles  qu'apres  avoir  ete  ap- 
prouves  en  vertu  de  1'article  27  de  la  Loi  sur 
1 'administration  financiere,  il  se  peut  que  des 
factures  s'egarent,  que  le  paiement  des  four- 
nisseurs  accuse  des  retards  et  que  les  rapports 
financiers  soient  fausses. 

II  y  aurait  done  lieu  de  consigner  pour  contro- 
le  sur  un  brouillard  les  documents  originaux 
provenant  des  fournisseurs  avant  de  faire  les 
demandes  de  cheque. 

SEPARATION  DES  TACHES 

•  On  a  releve  des  cas  ou  des  erreurs  ou  fraudes 
auraient  pu  passer  inapercues  en  raison  du 
cumul  des  taches  remplies  par  un  employe  et 
du  fait  que  le  travail  de  celui-ci  n'etait  pas 
automatiquement  verifie  par  un  autre 
employe. 

Le  directeur  du  personnel,  des  finances  et  de 
1 'administration  devrait  s 'assurer  que  le  mode 
de  repartition  des  taches  repond  aux  besoins 
du  controle  interne  pour  tous  les  postes  du 
Departement. 


COMMENTAIRES  DU  DEPARTEMENT 


D 'accord.  II  est  souhaitable  d 'adopter  le  systeme 
propose  dans  les  cas  oil  les  effectifs  le 
permettent. 


Lors  de  l'etablissement  des  systemes,  le  maxi- 
mum a  ete  fait  pour  repartir  les  taches  entre  les 
membres  du  personnel  disponible  en  tenant 
compte  des  principes  fondamentaux  du  controle 
interne.  Toutefois,  on  corrigera  les  lacunes  qui 
subsistent. 


CONTROLE  DES  AVANCES  ET  DES 
COMPTES  A  RECEVOIR 

•  II  arrive,  bien  que  peu  frequemment,  que  la 
comptabilite  des  comptes  a  recevoir  pose  des 
problemes,  en  raison  surtout  du  fait  que  les 
services  financiers  et  la  section  du  personnel 
n'ont  pas  de  methode  conjointe  de  surveillan- 
ce sur  les  avances  de  traitement  et  sur  les  mar- 
ches de  services  personnels. 

II  conviendrait  que  le  chef  des  finances  veille  a 
ce  qu'on  revoie  les  marches  et  les  ententes  en 
vue  du  recouvrement  eventuel  de  depenses. 


Les  problemes  de  communication  qui  existent 
entre  les  divisions  des  finances  et  du  personnel 
resultent  de  la  separation  de  ces  deux  services; 
ils  seront  resolus  a  la  suite  de  notre  installation 
dans  nos  nouveaux  locaux  en  septembre  1975. 


La  division  des  finances  confronte  toutes  les  fac- 
tures certifiees  avec  les  marches  y  afferents.  Les 
paiements  ne  sont  effectues  que  s'ils  sont  en  con- 
formite  avec  les  modalites  de  ces  marches.  L 'in- 
cident releve  par  l'equipe  d  'etude  constitue  un 
cas  isole,  qui  ne  reflete  pas  la  realite  habituelle. 


159 


OBSERVATIONS  ET 
RECOMMANDATIONS 

VERIFICATION  INTERNE 

•  II  conviendrait  que  le  Bureau  des  services  de 
verification  effectue  une  verification  interne 
annuelle  du  Departement.  Ce  Bureau  devrait 
definir,  en  accord  avec  le  directeur  du  person- 
nel, des  finances  et  de  l'administration  et  le 
chef  des  finances,  l'etendue  de  sa  verification; 
mais  c'est  au  secretaire  du  Departement  qu'il 
devrait  remettre  ses  conclusions  et  recomman- 
dations  pour  etude,  discussion  et  decision 
finale. 

PROGRAMME  DE  TRAVAIL 

•  Les  dernieres  previsions  de  programme  ne 
donnent  pas  d 'indications  precises  sur  1'affec- 
tation  et  l'utilisation  future  des  ressources.  Le 
personnel  de  la  division  des  finances  aide  les 
gestionnaires  a  etablir  leurs  previsions,  mais 
ceux-ci  ne  disposent  pas  des  connaissances,  du 
personnel  de  soutien,  des  guides  et  autres  pu- 
blications du  gouvernement,  des  instructions 
departementales  et  des  donnees  historiques 
detaillees  necessaires  pour  dresser  des  projets 
valables  a  long  terme  sur  le  plan  financier.  De 
plus,  le  Departement  n'a  pas  de  methode  of- 
ficielle  pour  evaluer  des  projets,  remanier  les 
ordres  de  priorite  ou  redistribuer  les 
ressources. 

•  S'etant  rendu  compte  de  la  situation  au  debut 
de  1974,  le  Departement  a  entrepris,  comme 
premiere  etape  dans  la  preparation  de  la  des- 
cription de  ses  plans  de  programmes  de  tra- 
vail a  long  terme  et  de  leurs  priorites,  d 'etablir 
le  degre  d 'importance  de  ses  principaux  pro- 
jets qu'ils  soient  deja  en  cours  d 'execution  ou 
proposes,  et  de  determiner  pour  chacun  d  'en- 
tre  eux  les  ressources  en  efFectifs  et  les  echean- 
ces  respectives. 

•  II  conviendrait  de  donner  la  priorite  a  la  mise 
au  point,  la  description  et  l'instauration  du 
programme  de  travail  du  Departement. 

CONTROLE  BUDGETAIRE 

•  Le  systeme  actuel  rend  compte  des  depenses 
au  niveau  des  activites  principales,  mais  non 
des  couts  qui  s'inscrivent  au  niveau  des  pro- 
jets ou  des  sous-activites.  II  y  aurait  done  lieu 
de  le  perfectionner  de  fac/m  qu'il  produise  des 
donnees  suflfisamment  detaillees  pour  permet- 
tre  un  controle  budgetaire  efficace. 


COMMENTAIRES  DU  DEPARTEMENT 


Nous       allons       etudier       davantage       cette 
recommandation. 


II  y  aurait  lieu  d 'approfondir  cette  recommanda- 
tion. II  serait  peut-etre  souhaitable  de  controler 
l'efficacite  des  programmes,  mais  cette  tache  s'a- 
vererait  extremement  difficile  dans  le  cas  de  la 
plupart  des  projets  entrepris  par  ce 
Departement. 


Convenu.  Ce  travail  est  en  cours. 


160 


OBSERVATIONS  ET 
RECOMMANDATIONS 

Le  chef  des  finances  devrait  mettre  au  point, 
decrire  et  appliquer  un  systeme  qui  permette 
de  recueillir  des  donnees  financieres  sur  les 
couts  au  niveau  des  projets  ou  des  sous- 
activites. 


•  II  conviendrait  que  tous  les  gestionnaires  des 
centres  de  responsabilite  prennent  directe- 
ment  part  a  l'etablissement  de  leur  budget.  II 
faudrait  egalement  qu'ils  disposent  des  don- 
nees financieres  necessaires  pour  pouvoir  veri- 
fier les  rapports  financiers,  et  rediger  des  rap- 
ports detailles  sur  les  ecarts  ainsi  que  des  rap- 
ports analytiques. 

•  Tous  les  gestionnaires  de  centres  de  responsa- 
bilite devraient  rediger  en  temps  opportun  des 
rapports  periodiques  explicatifs  sur  les  ecarts, 
que  le  chef  des  finances  examinerait  dans  le 
cadre  de  1 'etude  de  son  rapport  financier. 

CODAGE  DES  DONNEES  RELIEES  AUX 
OPERATIONS 

•  Le  processus  centralise  de  codage  ne  parvient 
pas  a  sensibiliser  les  sections  non  financieres 
du  Departement  a  l'aspect  financier  des  ope- 
rations et  accroit  inutilement  leur  dependance 
a  l'egard  de  la  section  des  services  financiers. 
Les  sections  non  financieres  devraient  deve- 
lopper  leurs  connaissances  en  matiere  de  fi- 
nance et  assumer  des  responsabilites  supple- 
mentaires  dans  ce  domaine.  II  y  aurait  done 
lieu  de  repartir  le  codage  des  documents  entre 
les  divers  centres  de  couts  et  de  responsabilite 
du  Departement. 

•  II  serait  bon  que  les  employes  des  divers  cen- 
tres de  responsabilite  soient  tenus  de  reviser 
une  fois  par  mois  la  liste  detaillee  des  opera- 
tions qui  se  rattachent  a  leur  domaine  particu- 
lier  de  responsabilite. 


COMMENTAIRES  DU  DEPARTEMENT 

II  a  deja  ete  recommande  dans  le  passe  de  decla- 
rer les  comptes  au  niveau  des  projets.  Cepen- 
dant,  1  'etablissement  de  rapports  a  ce  niveau  exi- 
gerait  l'instauration  d'un  systeme  qui  permette 
de  rendre  compte  de  l'emploi  du  temps  des  em- 
ployes interesses,  et  aucun  systeme  du  genre  ne 
s'est  avere  acceptable  jusqu 'a  maintenant.  II  fau- 
dra  obtenir  l'aide  des  gestionnaires  interesses 
pour  l'elabo  ration  d'un  tel  systeme.  II  s'agit  la 
d  'un  objectif  souhaitable,  a  la  realisation  duquel 
on  travaillera  des  que  le  personnel  requis  sera 
disponible. 

La  plupart  des  gestionnaires  des  centres  de  res- 
ponsabilite participent  deja  directement  a  l'eta- 
blissement  de  leur  budget,  dans  les  limites  que 
leur  imposent  le  gouvernement  et  le  Departe- 
ment. lis  recoivent  deja  les  donnees  financieres 
dont  ils  ont  besoin  pour  verifier  les  rapports  fi- 
nanciers. Mais  il  arrive  souvent  que  faute  de 
personnel,  ils  ne  peuvent  effectuer  des  verifica- 
tions plus  poussees. 

On  a  pris  note  de  cette  recommandation.  Voir  ce 
qui  precede. 


Nous  en  convenons.  C'est  ce  a  quoi  visait  le 
manuel  de  codage,  et  des  mesures  seront  prises 
pour  initier  le  personnel  de  soutien  de  chaque 
centre  de  responsabilite  a  l'emploi  de  ce  manuel. 


La  encore,  c'est  une  question  de  disponibilite 
des  effectifs. 
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BUDGET  PRINCIPAL  DES  DEPENSES 

•  Les  operations  de  compilation  et  de  concilia- 
tion ayant  trait  aux  previsions  de  programme 
et  au  budget  principal  des  depenses,  devraient 
etre  decrites  afin  de  faire  apparaitre  plus  clai- 
rement  dans  chaque  cas  le  processus  menant  a 
la  fixation  des  chiffres  definitifs. 

SYSTEME  DE  RAPPORTS  DU  MINISTERE 
DES  APPROVISIONNEMENTS  ET 
SERVICES 

•  La  section  des  services  financiers  du  Departe- 
ment  devrait  veiller  a  ce  qu'on  inscrive  les 
operations  financieres  aussitot  que  possible 
dans  les  registres  financiers  du  Departement 
afin  que  les  donnees  financieres  fournies  cha- 
que mois  aux  gestionnaires  des  centres  de  res- 
ponsabilite  soient  plus  precises. 

•  Le  chef  des  finances  devrait  instituer  et  decrire 
des  methodes  adequates  qui  permettent  a  son 
personnel  d'effectuer  en  temps  voulu  les  ope- 
rations qui  s'imposent  en  fin  de  mois  en  ce  qui 
concerne  la  conciliation  des  donnees  d  'entrees 
et  de  sorties,  a  la  concordance  des  registres 
auxiliaires,  a  la  concordance  entre  chacun  des 
rapports  du  ministere  des  Approvisionne- 
ments  et  Services,  a  la  revision  et  la  rectifica- 
tion des  montants  non  valides,  et  a  l'examen 
des  codes  utilises  lors  de  1  'enregistrement  des 
operations  en  vue  de  s 'assurer  qu'ils  corres- 
pondent aux  faits  actuels  connus. 

•  En  vue  d'ameliorer  les  services  recus  du  mi- 
nistere des  Approvisionnements  et  Services,  le 
Departement  devrait  nommer  un  agent  de 
liaison  charge  de  trailer  avec  son  homologue 
du  M.A.S. 


COMMENTAIRES  DU  DEPARTEMENT 


Entendu,  nous 

recommandation. 


appliquerons  cette 


D 'accord.  Le  Departement  prend  actuellement 
des  dispositions  pour  ameliorer  le  traitement  des 
donnees  se  rapportant  aux  operations 
financieres. 


Nous  sommes  d 'accord.  Cela  sera  fait. 


C'est  le  chef  des  services  financiers  qui  a  jusqu'i- 
ci  assure  la  liaison  avec  le  ministere  des  Appro- 
visionnements et  Services.  On  s'est  efforce  au- 
tant  que  possible  d'obtenir  une  amelioration  au 
service  fourni  par  ce  ministere  et  on  continuera 
de  le  faire. 
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Observations  et  recommandations  en  date  du  mois  de  mars  1975 
Commentaires  de  l'Agence  en  date  du  mois  de  juillet  1975 

L 'etude  a  ete  effectuee  sur  les  fonctions  financieres  de  tous  les  secteurs  de  l'Agence 
canadienne  de  developpement  international  (A.C.D.I.),  y  compris  l'administration  de  l'A- 
gence et  l'administration  des  activites  relatives  a  l'assistance,  mais  a  l'exclusion  d'une  etude 
sur  les  methodes  d 'evaluation  des  projets. 


OBSERVATIONS  ET 
RECOMMANDATIONS 

ORGANISATION  DE  LA  FONCTION 
FINANCIERE 

•  Le  vice-president,  administration,  est  respon- 
sable  de  la  gestion  interne  de  l'Agence.  En 
tant  que  fonctionnaire  superieur  des  finances, 
son  titre  devrait  etre  modifie  a  celui  de  vice- 
president,  finances  et  administration.  Afin  de 
ne  permettre  aucune  equivoque,  ses  attribu- 
tions financieres,  ainsi  que  decrites  dans  les 
lignes  directrices  du  Conseil  du  tresor,  de- 
vraient  etre  clairement  exposees  dans  la  des- 
cription de  son  poste.  En  outre,  il  devrait  pos- 
seder  des  attributs  solides  dans  le  domaine 
financier. 

•  II  devrait  y  avoir  un  directeur  general  des  fi- 
nances, possedant  une  solide  formation  et  une 
bonne  experience  financieres;  il  pourrait  ainsi 
etre  responsable  de  fa^on  efficace  de  la  gestion 
et  des  rapports  financiers  et  il  releverait  du 
vice-president,  finances  et  administration. 

ORIENTATION  FONCTIONNELLE 

La  direction  des  finances  joue  un  role  actif  en 
ce  qui  concerne  les  affaires  administratives  de 
l'Agence  mais  ne  participe  pas  aux  decisions 
comportant  des  repercussions  financieres  sur 
l'elaboration  des  activites  relatives  a 
1  'assistance. 


COMMENTAIRES  DE  L'AGENCE 


Le  titre  du  vice-president,  administration,  a  ete 
change  a  celui  de  vice-president,  finances  et  ad- 
ministration. Le  titulaire  recemment  nomme  a 
ce  poste  est  un  comptable  agree  et  il  detient  en 
plus  le  titre  de  bachelier  en  commerce.  La  des- 
cription de  son  poste  et  les  pouvoirs  qui  lui  sont 
attribues  sont  definis  en  conformite  avec  les  li- 
gnes directrices  du  Conseil  du  tresor. 


Le  bureau  des  conseillers  en  gestion  du  ministe- 
re  des  Approvisionnements  et  Services  effectue 
actuellement  une  etude  de  l'organisation  de  la 
direction  des  finances  et  cette  recommandation 
sera  reexaminee  a  la  lumiere  du  rapport  du  bu- 
reau. Le  directeur  actuel  des  finances  possede  la 
formation  et  1  'experience  necessaires. 


163 


OBSERVATIONS  ET 
RECOMMANDATIONS 

Les  agents  financiers  devraient  fournir  aux 
gestionnaires  d 'execution  un  solide  appui 
fonctionnel.  lis  devraient  pleinement  partici- 
per  aux  decisions  qui  component  des  reper- 
cussions financieres  et  travailler  en  etroite  col- 
laboration avec  les  gestionnaires  des  centres 
de  responsabilite  a  l'elaboration  des  plans  fi- 
nanciers et  a  Fanalyse  des  rapports  financiers. 

Les  responsabilites  financieres  et  les  liens 
fonctionnels  entre  la  direction  des  finances  et 
les  gestionnaires  des  centres  de  responsabilite 
devraient  etre  clairement  definis  et 
documentes. 


MANUEL  FINANCIER 

Les  politiques  financieres  de  l'Agence  et  ses 
methodes  comptables  sont  exposees  dans  le 
manuel  financier  publie  en  1971.  On  n'y  trou- 
ve  que  des  principes  et  des  lignes  directrices 
d'ordre  general;  ce  manuel  ne  donne  aucune 
methode  precise  quant  aux  methodes  a  suivre. 

•  Le  manuel  financier  devrait  inclure  des  me- 
thodes precises  et  determiner  le  personnel  res- 
ponsable  dans  le  cas  de  chacune.  On  devrait 
confier  a  un  employe  la  responsabilite  de  con- 
troler  les  modifications  et  de  tenir  le  manuel  a 
jour. 

DESCRIPTIONS  DE  POSTE 

•  Les  responsabilites  financieres,  ainsi  qu 'expo- 
sees  dans  les  lignes  directrices  du  Conseil  du 
tresor,  devraient  etre  clairement  decrites  dans 
les  descriptions  de  tache  de  tous  les  postes  de 
gestion  et  devraient  etre  mises  a  jour  a  inter- 
valles  reguliers. 


COMMENTAIRES  DE  L'AGENCE 

Nous  sommes  d 'accord.  Nous  prendrons  des 
mesures  en  vue  de  permettre  aux  agents  finan- 
ciers de  participer,  plus  que  dans  le  passe,  aux 
decisions  comportant  des  repercussions  finan- 
cieres et  de  travailler,  en  plus  etroite  collabora- 
tion, avec  les  gestionnaires  dans  la  preparation 
des  plans  et  l'analyse  des  rapports  financiers. 

Nous  sommes  d 'accord.  Le  bureau  des  conseil- 
lers  en  gestion  eflectue  actuellement  une  etude 
sur  les  relations  entre  la  direction  des  finances  et 
les  gestionnaires  organiques,  et  sur  la  meilleure 
fa<jon  d 'organiser  et  de  definir  cette  direction 
afin  que  sa  structure  et  ses  fonctions  puissent 
repondre  le  mieux  possible  aux  exigences  de 
1  'Agence. 


Le  nouveau  manuel  des  methodes  financieres  est 
maintenant  termine  et  le  directeur  des  finances  a 
la  responsabilite  de  le  tenir  a  jour. 


Ceci  sera  accompli. 
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PERSONNEL  DES  SERVICES  FINANCIERS 

•  Le  groupe  des  services  financiers  devrait  ame- 
liorer  sa  contribution  a  la  gestion  de  FA.C.D.I. 
en  utilisant  des  systemes  comptables  plus  ef- 
ficaces,  de  facpn  a  produire  en  temps  oppor- 
tun  des  rapports  qui  indiquent  et  controlent  le 
rendement,  conjointement  avec  une  participa- 
tion au  processus  de  prise  de  decision  de  la 
gestion  et  aux  etudes  portant  sur  la  valeur  re- 
cue  en  contrepartie  de  l'argent  depense  et  du 
souci  de  1'importance  des  sommes  en  cause. 
Pour  atteindre  ce  resultat,  il  sera  necessaire  de 
continuer  a  ameliorer  le  personnel  actuel  par 
la  formation  et  l'enseignement  en  lui  adjoi- 
gnant  une  plus  grande  proportion  d  'employes 
professionnellement  competents  a  mesure  que 
des  postes  deviendront  vacants. 

On  devrait  instituer  et  documenter  un  pro- 
gramme complet  d 'orientation  au  point  de 
vue  carriere,  comportant,  dans  le  cas  du  per- 
sonnel financier,  des  cours  de  perfectionne- 
nient  professionnel. 

DELEGATION  DE  POUVOIRS 

•  Le  pouvoir  de  payer,  en  vertu  de  1'article  26 
de  la  Loi  sur  1'administration  financiere,  ne 
devrait  pas  etre  delegue  a  un  employe  d'un 
niveau  inferieur  a  FI-2  et  devrait  etre  traite 
distinctement  du  pouvoir  de  depenser  en  vertu 
de  1'article  27  de  la  Loi  sur  1'administration 
financiere.  Cela  doit  etre  prouve  par  deux  si- 
gnatures distinctes  sur  la  documentation  a 
1  'appui. 


Aucun  agent,  occupant  un  poste  a  titre  interi- 
maire,  ne  devrait  etre  autorise  a  exercer  le 
pouvoir  de  signer  confere  a  ce  poste,  a  moins 
d 'avoir  ete  dument  designe  par  ecrit  par  un 
fonctionnaire  dont  releve  le  titulaire  du  poste. 
La  delegation  de  pouvoirs  devrait  etre  rapide- 
ment  diffusee  et  les  cartes  de  specimen  de  si- 
gnature devraient  etre  transmises  aux  impres- 
ses, y  compris  le  ministere  des  Approvisionne- 
ments  et  Services.  Les  cartes  de  specimen  de 
signature  doivent  mentionner  le  montant,  le 
genre  et  les  details  du  pouvoir  accorde.  Ces 
cartes  doivent  etre  examinees  regulierement. 


COMMENTAIRES  DE  L'AGENCE 


L'A.C.D.I.  continuera  sa  politique,  qui  consiste  a 
promouvoir  son  personnel  actuel  en  lui  prodi- 
guant  formation  et  enseignement  et  a  recruter 
du  personnel  competent  sur  le  plan 
professionnel. 


L'A.C.D.I.  avait  un  programme  de  formation  et 
de  perfectionnement  professionnel  a  l'intention 
de  son  personnel.  Ce  programme  sera 
documente. 


Le  pouvoir  de  payer,  en  vertu  de  1'article  26,  a 
ete  delegue,  sauf  en  de  rares  occasions,  distincte- 
ment du  pouvoir  de  depenser  en  vertu  de  1'arti- 
cle 27,  conformement  aux  recommandations  du 
Conseil  du  tresor.  Si  un  agent  a  recu  la  delega- 
tion de  pouvoirs  dans  les  deux  cas,  il  ne  doit  pas 
certifier  en  utilisant  simultanement  Fun  et  Fau- 
tre  pouvoir.  Les  documents  a  l'appui  seront  revi- 
ses et  modifies,  au  besoin,  en  vue  d 'assurer  la 
preuve  visuelle  de  l'exercice  distinct  des  pou- 
voirs. La  question  de  la  delegation  du  pouvoir 
de  payer  aux  agents  d'un  niveau  inferieur  a  FI-2 
sera  revue. 
Accompli. 


Cette  methode  a  ete  adoptee  depuis  le  1 1  fevrier 
1975.  On  a  obtenu  les  specimens  de  signature, 
mentionnant  la  description  detaillee  des  pou- 
voirs conferes  aux  personnes  qui  occupent  un 
poste  a  titre  interimaire  ou  qui  sont  chargees  des 
fonctions  d'un  poste  a  titre  interimaire  et  ces 
specimens  sont  revus  regulierement. 
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COMMENTAIRES  DE  L'AGENCE 


PAIE 


Les  cheques  de  paie  sont  distribues  aux  em- 
ployes par  la  direction  du  Personnel  qui  est 
egalement  responsable  des  donnees  d 'entrees 
au  systeme  de  paie.  Dans  certains  cas  les  trai- 
tements  de  fonctionnaires  affectes  a  un  poste 
ont  ete  imputes  a  un  autre. 

•  En  vue  d 'assurer  un  controle  plus  efficace,  la 
direction  des  finances  devrait  etre  responsable 
de  distribuer  directement  aux  employes  les 
cheques  de  paie;  elle  devrait  aussi  surveiller 
toutes  les  mutations  internes  du  personnel.  On 
devrait  donner  a  la  direction  des  finances  la 
responsabilite  de  mettre  en  vigueur  un  syste- 
me de  controle  du  temps  pour  assurer  que  le 
cout  des  salaires  est  attribue  aux  centres  de 
responsabilite  appropries. 

VERIFICATION  A  PRIORI 

Contrairement  aux  lignes  directrices  du  Con- 
seil  du  tresor,  le  pouvoir  de  payer,  accorde  en 
vertu  de  Particle  26  de  la  Loi  sur  l'administra- 
tion  financiere,  est  exerce  avant  que  ne  soit 
etabli  le  controle  par  lot  et  Ton  ne  procede  a 
aucune  verification  a  posteriori. 

•  II  conviendrait  que  le  controle  par  lot  soit  eta- 
bli avant  que  le  pouvoir  de  payer  soit  exerce 
en  vertu  de  l'article  26. 


CONTROLE  DES  STOCKS 

•  La  responsabilite  d'exercer  un  controle  des 
stocks  d'equipement  devrait  etre  confiee  a  un 
employe  permanent.  II  devrait  etre  en  mesure 
d 'identifier  chaque  piece  d'equipement,  avec 
une  etiquette  pre-numerotee,  au  moins  en  ce 
qui  concerne  I'equipement  ne  portant  pas  de 
numero  de  serie.  II  devrait  aussi  pouvoir  iden- 
tifier la  garde  d'equipement  par  centre  de 
responsabilite. 


Le  bureau  des  conseillers  en  gestion  du  ministe- 
re  des  Approvisionnements  et  Services  examine- 
ra  la  question  lorsqu'il  etudiera  l'organisation  et 
les  fonctions  de  la  direction  des  finances. 


Selon  la  methode  actuelle  de  controle  par  lot, 
chaque  demande  dans  le  lot  a  ete  dument  veri- 
fied et  certifiee,  suivant  les  prescriptions  de  l'ar- 
ticle 26;  au  moment  ou  la  feuille  de  couverture, 
sur  laquelle  le  montant  global  est  inscrit,  est  pre- 
paree  et  signee,  chaque  demande  a  l'interieur  du 
lot  est  verifiee  et  reportee  aux  registres.  A  notre 
avis,  la  mise  en  vigueur  de  la  recommandation 
ne  permettrait  pas  un  meilleur  controle.  En  ou- 
tre, les  frais  qu'entrainerait  son  application  sur- 
passeraient,  a  notre  avis,  les  avantages  qu'on 
pourrait  en  retirer. 


Nous  sommes  d 'accord.  Le  bureau  des  conseil- 
lers en  gestion  du  ministere  des  Approvisionne- 
ments et  Services  efFectue  actuellement  une  etude 
sur  les  methodes  de  controle  des  stocks  et  des 
magasins. 
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•  Un  denombrement  independant  des  stocks 
dont  on  devrait  comparer  les  resultats  avec  les 
soldes  figurant  aux  registres,  devrait  avoir  lieu 
a  intervalles  reguliers. 

RETENUES  DES  ENTREPRENEURS 

•  Les  methodes  concernant  les  controles  comp- 
tables  relatifs  aux  retenues  des  entrepreneurs 
devraient  etre  documentees. 

•  Une  liste  mensuelle  de  chaque  solde  devrait 
etre  publiee  par  la  section  de  la  comptabilite 
et  controles  financiers  par  ordinateur  et  etre 
ensuite  conciliee  avec  le  compte  de  controle. 

PAIEMENTS  ANTICIPES 

•  L'A.C.D.I.  ne  devrait  pas  permettre  l'inclu- 
sion  d 'articles  relatifs  aux  paiements  anticipes 
dans  les  accords  de  prets  conclus  avec  des  pays 
emprunteurs. 


COMMENTAIRES  DE  L'AGENCE 

Nous  sommes  d 'accord.  (Voir  ci-dessus.) 


PERTINENCE  DES  ACCORDS 
CONTRACTUELS 

•  Tous  les  accords  de  pret  et  les  contrats  de- 
vraient etre  approuves  par  les  conseillers  juri- 
diques  avant  d  'etre  signes. 


AVANCES  COMPTABLES 

•  Le  ministere  des  Affaires  exterieures  devrait 
maintenir  ses  attributions  quant  au  controle  et 
a  la  perception  des  avances  consenties  aux  em- 
ployes de  l'A.C.D.l.  travaillant  a  l'exterieur  du 
Canada,  plutot  que  de  laisser  a  l'A.C.D.l.  cette 
responsabilite. 

AVANCES  DE  VOYAGE 

•  L'agent  financier  en  chef  devrait  examiner  re- 
gulierement  l'etat  de  toutes  les  avances  non 
acquittees. 


Nous  sommes  d 'accord.  Ces  methodes  seront  do- 
cumentees dans  le  manuel  financier. 

C'est  ainsi  que  nous  procedons. 


Les  prets  de  developpement  appartiennent  sur  le 
plan  juridique  a  l'emprunteur.  Les  contrats  d'a- 
chat  stipulent  les  conditions  de  paiement.  Mal- 
gre  tous  les  efforts  pour  reduire  au  strict  mini- 
mum les  avances  de  fonds,  des  occasions  se  pre- 
senteront,  de  temps  a  autre,  oil  des  paiements 
anticipes  devront,  pour  de  bonnes  et  valables 
considerations,  etre  consentis. 


Nous  sommes  d 'accord  en  principe.  Cette  me- 
thode  a  ete  etudiee  au  cours  des  derniers  mois 
par  le  ministere  de  la  Justice.  Des  formules  nor- 
malisees  d 'accords  et  de  contrats  seront  elabo- 
rees.  D'autres  seront  approuvees  par  le  conseil- 
ler  juridique. 


Nous  sommes  d 'accord.  Des  pourparlers  sont  en 
cours  avec  le  directeur  des  finances  du  ministere 
des  Affaires  exterieures  a  ce  sujet. 


Nous  sommes  d 'accord.  C'est  ainsi  que  nous 
procedons  maintenant. 
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PRETS  ET  FRAIS  A  RECOUVRER 

Capital 

•  L'A.C.D.I.  devrait  inscrire  sur  une  carte  de 
registre  auxiliaire  tous  les  renseignements  se 
rapportant  a  chaque  convention  de  pret  si- 
gnee,  y  compris  les  conditions  et  toutes  les 
transactions  s'y  rapportant  (frais,  debours  qui 
constituent  le  capital,  et  les  sommes  rembour- 
sees  par  le  debiteur).  Le  registre  auxiliaire 
devrait  etre  concilie  avec  le  compte  de  contro- 
le  de  facon  reguliere. 

Frais 

•  L'A.C.D.I.  devrait  etablir  des  comptes  de  con- 
trole  pour  divers  frais  a  recouvrer  afin  de  s 'as- 
surer que  les  renseignements  au  sujet  de  cha- 
que convention  de  pret  sont  complets  et  exacts 
et  en  vue  egalement  de  determiner  a  n  'impor- 
te  quel  moment  le  montant  exact  de  la  dette  de 
chaque  debiteur. 

Verification 

•  Les  methodes  de  rappel  devraient  etre  docu- 
mentees  et  des  preuves  devraient  etre  disponi- 
bles  pour  s 'assurer  que  chaque  debiteur  est 
periodiquement  informe  du  montant  qu'il 
doit,  y  compris  les  interets  courus  ou  les  frais  a 
recouvrer,  ou  les  deux,  et  que  ces  montants 
devront  etre  percus. 


COMMENTAIRES  DE  L'AGENCE 


VERIFICATION  INTERNE 

•  Une  unite  de  verification  interne  devrait  etre 
constitute  ou  une  verification  interne  effectuee 
par  un  organisme  exterieur,  par  exemple  le 
bureau  des  services  de  verification  du  ministe- 
re  des  Approvisionnements  et  Services.  Le  ve- 
rificateur  en  chef  de  la  verification  financiere 
interne  devrait  relever  d  'un  haut  fonctionnai- 
re  de  l'Agence  qui,  a  son  tour,  devrait  etre 
president  d  'un  comite  de  verification  compose 
d'autres  fonctionnaires  superieurs  munis  des 
pouvoirs  necessaires  dans  les  secteurs  concer- 
nes  pour  assurer  un  examen  adequat  et  une 
suite  efficace  aux  constatations  et  recomman- 
dations  de  la  verification. 


On  a  elabore  un  systeme  pour  utiliser  ces  cartes 
de  registre  auxiliaire  qui  sont  conciliees  avec  le 
compte  de  controle  de  facon  reguliere. 


Nous  sommes  d  'accord  et  nous  agirons  ainsi. 


Les  debiteurs  qui  se  sont  engages,  en  vertu  des 
accords  de  pret,  a  payer  le  capital  ou  les  interets 
ou  les  deux  sont  informes,  semestriellement, 
lorsque  ces  paiements  deviennent  dus  aux  ter- 
mes  de  1 'accord  general  de  pret,  de  la  situation 
de  leur  pret  et  des  montants  qu'ils  doivent  au 
Canada.  Si  l'A.CD.I.  n'a  pas  recu  le  paiement 
dans  les  30  jours  qui  suivent,  de  nouveaux  rap- 
pels  sont  envoyes  au  debiteur  par  1  'intermediai- 
re  de  la  mission  diplomatique  du  Canada  aupres 
du  pays  emprunteur.  Cet  avis  sera  modifie  pour 
fournir  la  possibilite  d'obtenir  une  confirmation 
expresse  du  montant  du  par  le  debiteur. 


Nous  sommes  d 'accord.  Le  3  mars  1975,  l'A.C- 
D.I. a  pris  des  dispositions  contractuelles  avec  le 
bureau  des  services  de  verification  du  ministere 
des  Approvisionnements  et  Services  en  vue  d  'en- 
treprendre,  selon  les  regies  prescrites  par  le  Con- 
seil  du  tresor,  une  verification  financiere  interne. 
Une  commission  de  verification  sera  etablie. 
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RECOMMANDATIONS 

VERIFICATION  OPERATIONNELLE  SUR 
PLACE 

•  En  ce  qui  concerne  l'utilisation  ou  la  reparti- 
tion de  l'aide  du  Canada,  on  devrait  executer 
une  verification  operationnelle  sur  place  cha- 
que  fois  que  cela  est  possible  et  un  rapport 
devrait  etre  presente  pour  confirmer  que  la 
politique  et  les  controles  mis  en  oeuvre  par  les 
pays  en  voie  de  developpement  sont  ceux  qui 
ont  prealablement  fait  l'objet  d'un  accord  et 
sont  acceptables  a  l'A.C.D.I. 

•  En  vue  de  completer  la  verification  a  posterio- 
ri des  paiements  sur  contrat,  faite  par  le  bu- 
reau des  services  de  verification  du  ministere 
des  Approvisionnements  et  Services,  un  exa- 
men  independant  sur  place  devrait  se  faire 
dans  les  pays  en  voie  de  developpement  dans 
le  but  de  s 'assurer  que  les  dispositions  con- 
tractuelles  ont  ete  remplies.  Ces  fonctions  peu- 
vent  etre  executees  de  facon  interne  ou  en 
ayant  recours  par  voie  de  mandat  a  un  orga- 
nisme  exterieur  et  le  rapport  presente  au  co- 
mite  de  direction. 


COMMENTAIRES  DE  L'AGENCE 


Nous  sommes  d 'accord.  L'A.C.D.I.  possede  une 
direction  de  verification  operationnelle  qui  est 
chargee  d  'accomplir  ces  verifications.  Le  nombre 
des  verifications  sur  place  a  ete  plutot  limite 
dans  le  passe.  On  n'epargnera  aucun  effort,  ce- 
pendant,  pour  augmenter  dans  les  limites  permi- 
ses  par  le  budget  les  possibilites  de  la  direction 
de  la  verification. 

Ce  genre  d'examen  est  accompli  jusqu 'a  un  cer- 
tain point  par  la  direction  de  l'examen  des  ope- 
rations et  par  les  organismes  exterieurs  sous  con- 
trats.  La  methode  de  revision  par  le  comite  de 
direction  est  en  voie  d'etre  etablie. 


STRUCTURE  DU  PROGRAMME  ET  DES 
ACTIVITES 

La  structure  des  activites  semble  servir  princi- 
palement  les  fins  du  Conseil  du  tresor  en  ma- 
tiere  de  negotiation  de  fonds  et  celles  du  Cabi- 
net touchant  la  repartition  des  fonds  par  pays, 
par  pret  et  par  aide  alimentaire.  Les  activites 
identifiees  ne  facilitent  pas  1'affectation  des 
ressources  de  1  'Agence,  car  elles  ne  correspon- 
dent pas  de  facon  evidente  avec  l'objectif 
principal  et  les  sous-objectifs  du  programme. 
La  structure,  sauf  dans  le  cas  de  la  gestion  de 
1 'Agence,  est  davantage  reliee  aux  modalites 
d'aide  au  developpement,  alors  que  l'objectif 
stipule  des  genres  particuliers  d'aide  tel  l'aide 
d'ordre  social  et  economique. 
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RECOMMANDATIONS 

•  II  faudrait  redefinir  les  activites  de  facon  a  ce 
qu'elles  correspondent  davantage  aux  objec- 
tifs  declares  du  programme.  Les  depenses  ad- 
ministratives  indirectement  reliees  aux  activi- 
tes d 'assistance  doivent  etre  considerees  com- 
me  une  activite  distincte.  Le  cas  echeant,  il 
convient  de  rattacher  les  sous-activites  aux 
projets  de  base  dont  les  couts  seront  determi- 
nes avec  precision  de  sorte  que  les  ressources 
allouees  aux  projets  puissent  etre  mesurees  en 
terme  d'efficacite  et  de  controle  budgetaire  par 
rapport  aux  resultats. 

La  subvention  accordee  au  centre  de  recher- 
ches  pour  le  developpement  international  ne 
figure  dans  les  previsions  budgetaires  de  l'A- 
gence  qu'en  tant  que  moyen,  pour  le  Parle- 
ment,  de  prevoir  des  fonds  aux  fins  de  cette 
societe  distincte.  Le  budget  principal  des  de- 
penses pour  1974-1975  indique  une  subven- 
tion de  $  1 9  millions  pour  le  centre. 

•  Etant  une  entite  distincte,  le  centre  de  recher- 
ches  pour  le  developpement  international  ne 
devrait  pas  etre  assimile  a  l'une  des  activites 
de  FA.C.D.I.  et  ne  devrait  pas  etre  considere 
comme  telle  dans  son  budget  principal  des 
depenses. 

PREVISIONS  DE  PROGRAMME  ET  DU 
BUDGET 

Les  projets  qui  relevent  des  programmes  relies 
aux  divers  pays  sont  revus  annuellement  par 
certains  groupes  d 'execution  de  la  direction 
generale  des  programmes  bilateraux,  soit  la 
plus  importante  des  directions  d 'execution, 
mais  les  groupes  en  question  n'effectuent  pas 
leur  revue  a  l'occasion  de  l'etablissement  des 
previsions  annuelles  de  programme.  II  s'ensuit 
qu'il  n'existe  aucune  base  de  renseignements 
permettant  de  garantir  que  les  previsions  res- 
pectent  les  ordres  de  priorite  administratifs. 

•  II  conviendrait  d'integrer  la  planification  et  la 
selection  des  projets  a  l'occasion  de  la  budge- 
tisation  et  de  documenter  les  procedes  afin 
que  les  donnees  dont  on  dispose  soient  com- 
pletes, precises  et  uniformes. 


COMMENTAIRES  DE  L'AGENCE 

Nous  avons  etudie  cette  question  a  1  'occasion  de 
l'etablissement  de  nos  previsions  de  programme 
pour  1976-1977,  et  Ton  est  en  train  d'apporter 
des  changements  a  la  structure  des  activites. 
L 'approbation  des  changements  en  question  fait 
l'objet  d'une  demande  qui  doit  etre  presentee  au 
Conseil  du  tresor.  Si  les  changements  sont  ap- 
prouves  par  le  Conseil,  le  budget  principal  des 
depenses  pour  1976-1977  fera  apparaitre  les  ac- 
tivites redefinies. 


Cette  recommandation  est  actuellement  a  1 'etu- 
de. C'est  une  question  qui  preoccupe  FA.C.D.I. 
depuis  un  certain  temps  deja. 


On  etudie  actuellement  le  cycle  et  les  procedes  de 
budgetisation  en  vue  d'integrer  dans  une  plus 
grande  mesure  la  revue  des  programmes  ratta- 
ches  aux  divers  pays  de  meme  que  les  autres 
activites  de  planification  dans  le  cadre  de  l'eta- 
blissement des  previsions  de  programme  que 
l'Agence  presente  au  Conseil  du  tresor. 
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RECOMMANDATIONS 

•  La  budgetisation  doit  etre  soumise  a  la  direc- 
tion centrale  et  au  controle  d'un  comite  du 
budget  compose  de  la  haute  direction.  II  y  a 
lieu  de  fusionner  les  travaux  complexes  d'eta- 
blissement  des  previsions  administratives  et 
de  celles  qui  ont  trait  a  l'assistance  afin  que  le 
personnel  de  la  planification  et  les  autres  ele- 
ments de  soutien  administratif  soient  directe- 
ment  engages  dans  la  planification  propre- 
ment  dite. 

•  II  faudrait  communiquer  par  ecrit  les  ordres 
de  priorite  administratifs  a  chacun  des  ni- 
veaux  organiques  responsables  des  donnees 
budgetaires. 

MESURE  DU  RENDEMENT 

•  Afin  de  hater  la  mise  en  application  d  'un  sys- 
teme de  mesure  du  rendement  de  l'exploita- 
tion  dans  tous  les  cas  oil  les  circonstances  le 
permettent,  les  diverses  directions  de  1  'Agence 
se  doivent  de  suivre  Pexemple  de  la  direction 
des  finances,  qui  a  fait  le  necessaire  pour  ou- 
vrir  la  voie  a  la  mise  sur  pied  d  'un  tel  systeme. 

ANALYSE  DES  ECARTS 

•  II  y  a  lieu  d'etablir  et  de  documenter  un  syste- 
me convenable  de  compte  rendu  des  ecarts 
selon  les  termes  du  chapitre  VI  du  Guide 
d 'administration  financiere  du  Conseil  du  tre- 
sor;  il  s'agira  d'un  systeme  qui  permettra  d'a- 
nalyser  les  ecarts  entre  les  couts  prevus  et  les 
couts  reels  en  vue  d'apporter  des  mesures 
correctives. 


COMMENTAIRES  DE  L'AGENCE 


Voir  ci-dessus. 


Voir  ci-dessus. 


Accepte 


Accepte  en  principe.  II  reste  toutefois  a  determi- 
ner dans  quelle  mesure  il  est  possible  d'elaborer 
pour  l'A.C.D.I.  un  systeme  efficace  de  compte 
rendu  des  ecarts. 


BUDGET  PRINCIPAL  DES  DEPENSES 

Contrairement  a  ce  qui  est  le  cas  pour  d 'autres 
ministeres  du  gouvernement  canadien,  la  par- 
tie  non  depensee  du  credit  de  1  'Agence,  relati- 
ve a  l'aide  alimentaire,  aux  prets  et  au  compte 
special,  ne  devient  pas  perimee.  Cependant, 
les  montants  non  depenses  du  credit  relatif  au 
fonctionnement  de  l'Agence  deviennent  tous 
perimes. 
•  II  faudrait  que  l'Agence  change  la  presenta- 
tion et  le  contenu  de  son  budget  principal  des 
depenses  de  facon  a  ce  que  toutes  les  depenses 
qu'elle  projette  pour  la  prochaine  annee  fi- 
nanciere y  soient  integralement  indiquees.  Ce 
document  devrait  montrer  clairement  si  on 
subviendra  aux  depenses  prevues  a  l'aide  des 
credits  courants  ou  des  sommes  non  depensees 
de  credits  provenant  d'annees  anterieures. 


Nous  etudions  actuellement  cette  question  de 
concert  avec  le  secretariat  du  Conseil  du  tresor. 
En  attendant,  nous  avons  soumis  un  document  a 
cet  effet  aux  membres  du  Parlement  en  egard  au 
budget  principal  des  depenses  pour  1 975- 1 976. 


171 


OBSERVATIONS  ET 
RECOMMANDATIONS 

L'A.C.D.I.  a  conclu  une  entente  avec  une  ban- 
que  de  developpement  international  en  vue  de 
la  perception  et  du  reinvestissement  des  rem- 
boursements  de  capital  et  d'interets  sur  les 
prets  originalement  consentis  par  l'Agence  a 
des  pays  en  particulier. 

•  Le  budget  principal  des  depenses  doit  faire 
etat  des  cas  ou  seront  reinvesties  les  sommes 
de  capital  et  d'interets  remboursees  par  cha- 
que  pays  a  l'Agence  sur  les  prets  que  celle-ci 
leur  a  consentis. 

•  II  faudrait  que  le  libelle  du  credit  parlementai- 
re  accorde  aux  fins  de  l'aide  au  developpe- 
ment definisse  les  pouvoirs  et  les  limites  en 
matiere  d 'engagements  futurs,  etant  donne 
que  des  sommes  importantes  sont  en  jeu. 

•  Lorsqu'on  demande  l'autorisation  d'acheter 
du  capital-actions  verse  et  des  actions  rem- 
boursables,  il  conviendrait  d'indiquer  pour 
chaque  cas  dans  le  budget  principal  des  de- 
penses, les  sommes  requises  pour  satisfaire  a 
la  totalite  des  obligations  creees. 

REPARTITION  CONVENABLE  DES 
RESPONSABILITES  EN  MATIERE  DE 
BUDGETISATION 

•  Ann  de  s 'assurer  que  les  donnees  recueillies 
sont  completes,  precises  et  uniformes,  l'Agen- 
ce fera  bien  de  determiner  et  de  documenter 
dans  un  manuel  les  fonctions  qui  devraient 
echoir  a  chacun  des  divers  niveaux  hierarchi- 
ques  de  l'organisation  de  l'Agence  et  les  pro- 
cedes  internes  que  chacun  d'eux  devrait  suivre 
dans  le  cadre  de  la  budgetisation,  tout  en  veil- 
lant  particulierement  a  ce  que  les  attributions 
conferees  aux  niveaux  inferieurs  soient  suffi- 
santes  pour  leur  permettre  de  s'acquitter  de 
leurs  responsabilites  a  l'egard  du  budget. 

CONTROLE  DES  ENGAGEMENTS  ET  DES 
AFFECTATIONS 

•  II  y  a  lieu  de  documenter  de  facon  detaillee 
dans  un  manuel  les  procedes  de  controle  des 
affectations  et  des  engagements  de  sorte  que  le 
role  et  les  responsabilites  de  tous  les  partici- 
pants affectes  au  systeme  soient  bien  commu- 
niques. Le  manuel  devra  expliquer  comment 
proceder  a  1 'etude  annuelle  des  engagements 
en  cours. 


COMMENTAIRES  DE  L'AGENCE 


Nous  sommes  a  etudier  la  question  de  concert 
avec  le  secretariat  du  Conseil  du  tresor  en  vue 
d'appliquer  cette  recommandation. 


Bien  que  nous  approuvions  en  principe  cette  re- 
commandation, il  s'agit  ici  d'un  probleme  qui  se 
manifeste  dans  l'ensemble  du  gouvernement  et 
qui  devrait  etre  resolu  par  le  secretariat  du  Con- 
seil du  tresor. 

Le  reglement  de  cette  question  releve  du  Conseil 
du  tresor  et  du  ministere  des  Finances. 


Accepte.  Nous  incluerons  ces  renseignements 
dans  le  manuel  financier  dont  il  a  ete  question 
precedemment. 


Accepte.  On  a  deja  documente  les  procedes  de 
controle  des  affectations  et  des  engagements, 
mais  non  le  role  et  les  responsabilites  de  tous  les 
participants  affectes  au  systeme.  Nous  verrons 
cependant  a  ce  que  cela  soit  fait.  Les  engage- 
ments en  cours  sont  revus  regulierement. 
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PREVISIONS  DE  CAISSE 

Les  directions  d 'execution  sont  tenues  de  pre- 
parer et  de  presenter  des  donnees  aux  fins  de 
l'etablissement  des  previsions  de  caisse,  mais 
leurs  fa^ons  de  proceder  ne  sont  pas  unifor- 
mes  car  les  procedures  internes  ne  sont  pas 
documentees. 
•  II  faudrait  mentionner  clairement  dans  un 
manuel  la  fa^on  d'etablir  les  previsions  de 
caisse. 


RAPPORTS  AUX  FINS  DE  LA  GESTION 

•  L'A.C.D.I.  devrait  entreprendre,  aux  termes 
d'un  mandat  precis  et  approprie,  une  enquete 
qui  lui  permettrait  de  determiner  si  les  ges- 
tionnaires  de  programmes  obtiennent  les  ren- 
seignements  financiers  sous  une  forme  qui 
leur  permette  de  gerer  efficacement  leur 
programme. 

COMPTES  RENDUS  DU  MINISTERE  DES 
APPROVISIONNEMENTS  ET  SERVICES 

•  II  conviendrait  de  reviser  le  mode  d  'utilisation 
des  services  de  comptes  rendus  financiers 
qu'offre  le  ministere  des  Approvisionnements 
et  Services,  afin  de  prevenir  les  depenses  sup- 
plementaires  occasionnees  par  le  double  trai- 
tement  des  donnees  d 'entrees  et  d'utiliser  da- 
vantage  ses  services. 


COMMENTAIRES  DE  L'AGENCE 


Nous  allons  etudier  la  possibility  de  documenter 
les  procedes  courants,  mais  il  convient  de  faire 
remarquer  que  tout  systeme  de  previsions  de 
caisse  ne  doit  pas  negliger  des  facteurs  tels  l'ex- 
perience  et  la  connaissance  personnelle. 


Le  Bureau  des  conseillers  en  gestion  du  ministe- 
re des  Approvisionnements  et  Services  procede 
actuellement  a  une  etude. 


Les  pertes  de  temps  et  d 'argent  occasionnees  par 
le  double  emploi  des  donnees  sont  de  minime 
importance.  Les  rapports  du  ministere  des  Ap- 
provisionnements et  Services  completent  le  sys- 
teme de  rapport  de  l'A.C.D.I.  Nous  avions  deja 
considere  cette  question  et  decide  que  la  mise  sur 
pied  du  systeme  actuel  s'imposait  pour  produire 
en  temps  voulu  des  rapports  qui  repondent  aux 
besoins  de  notre  gestion. 
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COMPTES  RENDUS  AU  PARLEMENT  PAR 

L'INTERMEDIAIRE  DES  COMPTES 

PUBLICS 

•  Les  noms  des  beneficiaires  de  chaque  subven- 
tion et  contribution  devraient  etre  publies 
dans  les  Comptes  publics  et  il  y  a  lieu  d'envi- 
sager  de  classifier  les  subventions  et  contribu- 
tions selon  la  division  de  l'A.C.D.I.  dont  elles 
emanent,  comme  par  exemple:  Asie,  Antilles, 
Afrique  du  Commonwealth,  etc. 


COMMENTAIRES  DE  L'AGENCE 


•  II  y  a  lieu  de  divulguer  dans  les  Comptes  pu- 
blics toutes  les  implications  financieres  se  rap- 
portant  au  credit  relatif  aux  prets,  y  compris: 

a)  la  partie  non  deboursee  des  prets  autorises; 
et 

b)  les  situations  ou  a  ete  autorise  l'achat  d 'ac- 
tions remboursables  mais  ou  le  budget  ne 
prevoit  pas  les  fonds  necessaires  pour  satis- 
faire  aux  obligations.  Les  sommes  ainsi  re- 
quises  devraient  etre  inscrites  dans  les 
Comptes  publics  ou  divulguees  comme  pas- 
sif  eventuel. 


Nous  ne  declarons  pas  toutes  nos  subventions  et 
contributions.  Les  Comptes  publics  augmente- 
raient  considerablement  de  volume,  et  le  travail 
s'accroitrait  en  consequence,  si  nous  entrepre- 
nions  de  signaler  chacune  des  subventions  et 
contributions  versees  par  l'A.C.D.I.  aux  pays  en 
voie  de  developpement,  aux  institutions  d'ensei- 
gnement  des  pays  en  voie  de  developpement,  et 
aux  organismes  d 'assistance  non  gouvernemen- 
taux  oeuvrant  dans  le  domaine  de  l'aide.  Une 
partie  de  ces  renseignements  figure  dans  le  rap- 
port annuel  de  l'A.C.D.I.  dont  des  exemplaires 
sont  distribues  aux  membres  du  Parlement  ainsi 
qu'a  de  nombreux  organismes  et  institutions. 
Nous  discuterons  cependant  de  ces  recomman- 
dations  avec  les  agents  interesses  de  la  direction 
de  la  comptabilite  du  gouvernement  du  Canada 
(ministere  des  Approvisionnements  et  Services) 
ainsi  que  du  secretariat  du  Conseil  du  tresor. 
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MINISTERE  DE  LAGRICULTURE 

Observations  et  recommandations  en  date  du  mois  de  novembre  1974 
Commentaires  du  Ministere  en  date  du  mois  de  mars  1975 


Notre  etude  du  ministere  de  l'Agriculture  s'est  limitee  aux  domaines  suivants: 

le  Programme  d 'administration 

le  Programme  de  recherches 

le  Programme  de  la  production  et  des  marches 

le  Programme  d 'hygiene  veterinaire 

la  Caisse  renouvelable  de  la  Surveillance  des  champs  de  course. 


OBSERVATIONS  ET 
RECOMMANDATIONS 

ORGANISATION  ET  DOTATION  EN 
PERSONNEL 

•  La  portee,  la  qualite  et  l'efficacite  de  la  gestion 
financiere  du  Ministere  souffrent  d'une  rota- 
tion elevee  du  personnel  et  de  la  difficulte 
qu'on  a  a  trouver  des  titulaires  experimentes 
et  qualifies  pour  les  postes  d 'administration 
financiere  disponibles.  On  pourrait  remedier  a 
cette  situation  en  definissant  mieux  la  fonction 
financiere  et  en  ameliorant  les  pouvoirs,  les 
responsabilites  et  les  perspectives  de  carriere 
des  personnes  chargees  de  fonctions 
financieres. 

Le  Ministere  devrait  veiller  a  se  doter  d'un 
personnel  financier  suffisant  pour  aider  effi- 
cacement  la  direction: 


a)     en  renforcant,  et  peut-etre  en  reorganisant, 
la  fonction  financiere;  et 


b)     en    donnant    la    priorite    aux    efforts    de 
recrutement. 


COMMENTAIRES  DU  MINISTERE 


Nous  fonctionnons  maintenant  d'apres  le  prin- 
cipe  suivant:  les  gestionnaires  hierarchiques  de 
programme  ont  entiere  responsabilite  pour  l'ad- 
ministration  financiere  des  activites  relevant 
d  'eux  et  les  ameliorations  necessaires  au  systeme 
de  la  gestion  et  du  controle  financiers  peuvent 
etre  apportees  dans  le  cadre  de  1 'organisation 
decentralisee  existante  si  1'on  dispose  d'un  per- 
sonnel financier  approprie.  Nous  envisagerons 
les  autres  formules  possibles  d 'organisation  ainsi 
que  les  modifications  a  apporter;  a  l'heure  ac- 
tuelle,  nous  accordons  la  plus  haute  priorite  au 
recrutement  des  agents  financiers,  au  reexamen 
de  leur  niveau  de  classification  et  a  d 'autres 
moyens  de  dotation. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

LIENS  FONCTIONNELS 

•  Les  agents  superieurs  des  finances  ne  partici- 
pent  pas  toujours  aux  mesures  de  gestion  du 
personnel  concernant  les  agents  financiers  ou 
autres  fonctionnaires  charges  de  fonctions  fi- 
nanciers pour  le  compte  des  gestionnaires 
d 'exploitation.  Les  pouvoirs  et  responsabilites 
fonctionnels  sont  mal  definis  dans  les  manuels 
et  les  organigrammes  du  Ministere.  Par  conse- 
quent, il  n'y  a  pas  d'uniformite  dans  la  portee 
et  la  qualite  des  services  financiers  et  Ton 
constate  des  difficultes  a  repondre  aux  nouvel- 
les  exigences  en  matiere  de  comptabilite,  de 
controle  ou  d 'informations  financieres,  ainsi 
que  dans  leur  mise  en  oeuvre. 

Les  liens  entre  les  agents  superieurs  des  fi- 
nances et  leurs  subordonnes  fonctionnels  de- 
vraient  etre  renforces,  clarifies  et  decrits,  no- 
tamment  a  l'egard  des  points  suivants: 

a )  descriptions  de  poste; 

b)  decisions  de  classification; 

c)  evaluations  de  rendement; 

d)  plans  de  carriere  et  perfectionnement  pro- 
fessionnel;  et 

e)  examen  et  determination  des  priori  tes,  objec- 

tifs,  besoins  de  dotation  et  budgets. 

FONCTION  FINANCIERE  DE  LA 
DIRECTION  DU  PERSONNEL 

•  Les  lacunes  reperees  dans  le  systeme  de  con- 
trole financier  de  l'etablissement  de  la  paie 
ainsi  que  la  comptabilite  et  la  communication 
des  couts  salariaux  et  de  l'utilisation  des  don- 
nees  d'annees-hommes  semblent  etre  attribua- 
bles  principalement  a  la  participation  en  com- 
mun  aux  responsabilites  correspondantes  des 
agents  des  finances,  du  personnel  et  de 
1 'administration. 


COMMENTAIRES  DU  MINISTERE 


Nous  clarifierons  et  nous  decrirons  officiellement 
la  responsabilite  fonctionnelle  des  agents  supe- 
rieurs des  finances  au  niveau  des  programmes. 
Nous  prendrons  egalement  des  mesures  pour 
faire  participer  plus  activement  le  directeur  des 
finances  ou  son  delegue  aux  diverses  mesures  de 
gestion  du  personnel  concernant  les  agents  fi- 
nanciers qui  relevent  des  gestionnaires 
d 'exploitation. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

Le  systeme  de  controles  financiers  applique 
par  la  direction  du  personnel,  ainsi  que  toutes 
les  modifications  afferentes,  devraient  etre 
constamment  revus  et  approuves  par  le  fonc- 
tionnaire  superieur  des  finances.  Plus 
particulierement: 

a)  les  gestionnaires  des  centres  de  responsabi- 
lite  devraient  etre  requis  de  deleguer  des 
pouvoirs  de  depenser  pour  des  certificats  de 
remuneration  de  travail  supplemental  et 
la  direction  du  personnel  devrait  effectuer 
les  verifications  adequates  afin  de  s 'assurer 
que  les  pouvoirs  delegues  dans  ce  domaine 
sont  respectes; 

b)  les  services  de  verification  interne  devraient 
examiner  le  processus  d  'etablissement  de  la 
paie;  et 

c)  les  systemes  de  comptabilite  des  elements  de 
paie  et  des  annees-hommes  devraient  etre 
mieux  integres  dans  les  principaux  systemes 
de  comptabilite,  de  rapports  financiers  et  de 
controles  budgetaires  du  Ministere. 

MANUEL  FINANCIER 

•  Le  manuel  existant  d 'administration  finan- 
cier est  incomplet.  Par  exemple,  il  n'existe 
pas  de  descriptions  ni  de  renvois  concernant 
les  questions  suivantes: 

a)  exposes  concis  des  responsabilites  financie- 
res  des  fonctionnaires  participant  au  syste- 
me de  gestion  et  de  controle  financiers; 

b)  methodes  de  gestion  et  de  controle  finan- 
ciers etablies  dans  des  circulaires  et  manuels 
administratifs  ou  des  notes  concernant  le 
personnel  et  la  paie; 

c)  methodes  et  controles  concernant  les  previ- 
sions de  programme  et  la  preparation  du 
budget;  et 

d)  systemes  de  controle  interne  applicables  aux 
cas  speciaux  tels  les  fonds  renouvelables,  les 
stocks  ou  les  subventions  et  contributions. 


COMMENTAIRES  DU  MINISTERE 

Une  etude  du  systeme  des  controles  financiers 
faite  par  la  direction  du  personnel,  portant  d'a- 
bord  sur  les  bureaux  regionaux  du  personnel  et 
les  delegations  de  pouvoirs,  est  en  cours.  Un 
nouveau  systeme  de  rapports  sur  les  effectifs  a 
ete  mis  en  oeuvre  en  fevrier  1975  et  il  sera  ame- 
liore  continuellement. 

L 'integration  efficace  de  ce  systeme  interne  dans 
le  systeme  principal  de  comptabilite  et  de  rap- 
ports represente  cependant  une  tache  plus  com- 
plexe  et  constitue  un  objectif  a  plus  long  terme. 
Nous  etudions  aussi  les  autres  formules  possibles 
de  comptabilite  des  annees-hommes. 
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RECOMMANDATIONS 

Le  manuel  financier  devrait  etre  complete,  a 
I 'aide  de  supplements  pour  chaque  program- 
me au  besoin,  afin  de  couvrir  les  points  qui  ne 
le  sont  pas  encore  et  de  se  conformer  aux  li- 
gnes  directrices  du  Conseil  du  tresor. 

DELEGATION  DE  POUVOIRS 

•  D'apres  le  systeme  actuel  de  delegation  de 
pouvoirs,  une  operation  financiere  peut  etre 
entreprise  et  autorisee  par  un  meme  agent, 
sans  controle  ni  autorisation  d'un  autre 
fonctionnaire. 

La  delegation  de  pouvoirs  devrait  etre  modi- 
fiee  conformement  aux  directives  du  Conseil 
du  tresor. 


COMMENTAIRES  DU  MINISTERE 

Nous  modifions  constamment  notre  manuel  fi- 
nancier, depuis  des  annees.  Nous  reconnaissons 
que  notre  manuel  n'est  pas  complet;  nous  nous 
effbrcerons  de  l'ameliorer  afin  de  remedier  aux 
lacunes  signalees  par  les  services  de  controle  in- 
terne ou  les  organismes  centraux. 


En  1974,  nous  avons  examine  avec  le  Conseil  du 
tresor  notre  systeme  de  delegation  de  pouvoirs. 
Nous  mettons  actuellement  au  point  de  nouvel- 
les  methodes  afin  de  remedier  aux  lacunes  signa- 
lees et  de  nous  conformer  aux  directives  du  Con- 
seil du  tresor. 


CONTROLES  COMPTABLES 

•  II  existe  certaines  deficiences  dans  le  circuit 
des  achats  et  des  paiements,  en  raison  princi- 
palement  d'une  mauvaise  division  des  laches 
liees  au  cheminement  des  documents  et  aux 
autres  controles.  En  consequence,  des  fraudes, 
des  erreurs  ou  des  omissions  risquent  de  pas- 
ser inaperijues. 

On  devrait  modifier  le  systeme  de  controles 
comptables  dans  un  souci  d 'exactitude  et  de 
respect  des  pouvoirs  delegues  et  afin  que  tou- 
tes  les  donnees  comptables  soient  suffisam- 
ment  completes.  En  particulier,  il  devrait  exis- 
ter  des  preuves,  des  verifications  independan- 
tes  et  des  controles  comptables  suffisants  pour 
garantir  que: 

a)  les    mesures    de    controle    prescrites    sont 
respectees; 

b)  les  fraudes,  erreurs  ou  omissions  possibles 
sont  detectees;  et 

c)  les  operations  sont  inscrites  au  cours  de  la 
periode  comptable  appropriee. 


Nous  examinerons  en  detail  certains  aspects  de 
nos  mesures  de  controles  comptables  et  apporte- 
rons  les  ameliorations  necessaires  aussi  vite  que 
possible. 
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RECOMMANDATIONS 

POLITIQUES  DE  REVENU 

•  On  ne  procede  a  aucun  examen  periodique 
afin  de  reperer  les  cas  ou  il  pourrait  etre  op- 
portun  de  facturer  les  services  fournis  pour  le 
moment  gratuitement,  ou  d'accroitre  leur  prix 
lorsque  le  tarif  actuel  est  perime  ou  trop  faible 
par  rapport  au  cout  des  services  fournis. 

Le  Ministere  devrait  mettre  en  place  un  syste- 
me  complet  d 'examen  periodique  des  tarifs  et 
d  'information  de  la  haute  direction  du  Minis- 
tere et  du  Conseil  du  tresor  concernant  l'im- 
pact  financier  des  politiques  actuelles  ainsi 
que  les  besoins  de  modifications. 

CONTROLE  INTERNE  DES  REVENUS  ET 
DES  COMPTES  A  RECEVOIR 

L 'absence  d'une  bonne  repartition  des  taches 
-  qui  permettrait  a  un  commis  de  controler  en 
toute  independance  1 'exactitude  et  l'integrite 
du  travail  d'un  autre  -  est  la  plus  courante  des 
diverses  lacunes  decelees  dans  la  plupart  des 
systemes  de  controle  interne  portant  sur  la 
facturation,  la  comptabilite,  la  perception  et  le 
depot  des  revenus  dans  tout  le  Ministere. 

Le  fonctionnaire  superieur  des  finances  de- 
vrait etudier  a  fond  la  validite  de  tous  les  sys- 
temes de  controle  interne  des  revenus  et  des 
comptes  a  recevoir  en  s'interessant  tout  parti- 
culierement  a  la  repartition  des  taches. 


COMMENTAIRES  DU  MINISTERE 


La  question  a  ete  soulevee  par  une  equipe  d 'eva- 
luation du  Conseil  du  tresor  au  printemps  1974; 
nous  avons  etabli  un  projet  de  methodes  a  met- 
tre en  oeuvre  en  1975. 


Notre  manuel  comptable  indique  la  repartition 
fondamentale  des  taches  dans  le  domaine  du 
controle  des  revenus  et  des  comptes  a  recevoir. 
Cependant,  il  est  de  fait  qu'au  niveau  de  l'execu- 
tion  ces  controles  sont  souvent  mal  interpretes  et 
appliques.  Cette  question  a  elle  aussi  ete  soulevee 
par  une  equipe  d 'evaluation  du  Conseil  du  tre- 
sor en  1974,  a  la  suite  de  quoi  nous  avons  entre- 
pris  de  revoir  nos  methodes  pour  les  rendre  plus 
detaillees  et  completes.  Ce  secteur  a  ete  mis  sous 
surveillance  permanente  et  continuera  de  rece- 
voir une  attention  soutenue  a  l'avenir.  A  notre 
avis,  la  meilleure  facon  de  regler  le  probleme 
consiste  a  ameliorer  les  directives  decrivant  les 
methodes  a  suivre  (comme  il  a  ete  indique  ci- 
dessus)  et  a  corriger  les  lacunes  ou  problemes 
precis  mis  en  lumiere  par  le  programme  de 
verification. 


BIENS  D'EQUIPEMENT 

•  On  devrait  exercer  un  controle  precis  pour 
veiller  a  ce  que,  a  1'achat,  chaque  bien  d'equi- 
pement  soit  inscrit  dans  les  comptes  auxiliai- 
res  voulus,  qui  sont  par  ailleurs  complets. 


Bien  que  nous  ne  considerions  pas  cette  question 
comme  prioritaire,  nous  envisagerons  la  possibi- 
lity d 'ameliorer  le  controle  des  comptes 
auxiliaires. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

STOCKS  DE  FOURNITURES  ET  DE 
RETAIL 

Le  Ministere  possede  des  stocks  attrayants  et 
d 'importance,  negociables  ou  de  valeur  non 
negligeable  par  rapport  au  budget  des  centres 
de  responsabilite  interesses,  lesquels  ne  font 
pas  l'objet  d'un  controle  comptable  ou  budge- 
taire  independant.  II  existe  des  incoherences 
dans  l'objet,  le  mecanisme  et  le  contenu  de  la 
caisse  renouvelable  du  ministere  de  l'Agricul- 
ture,  et  les  montants  qui  y  sont  portes  ne  sont 
pas  en  rapport  avec  le  budget  total  des  pro- 
grammes concernes. 

Le  Ministere  devrait: 

a)     etablir  des  controles  comptables  indepen- 
dants  sur  les  principaux  stocks;  et 


b)     fermer  la  caisse  renouvelable  du  ministere 
de  1  'Agriculture. 


COMMENTAIRES  DU  MINISTERE 


a)  Nous  etudierons  la  possibility  d 'etablir  des 
controles  comptables  independants  des  princi- 
paux stocks  dans  les  cas  oil  ils  seront  utiles  et 
realisables. 

b)  La  caisse  renouvelable  du  ministere  de  l'A- 
griculture  a  ete  etablie  pour  satisfaire  a  un  im- 
portant besoin  de  fonds  a  court  terme,  pour  Fa- 
chat  d'animaux  experimentaux,  la  multiplica- 
tion de  nouvelles  varietes  de  recoltes  et  le  finan- 
cement  de  diverses  activites  remuneratrices 
precises. 

La  Caisse  continue  de  repondre  efficacement  a 
ces  besoins,  bien  que  la  presentation  des  faits 
aient  ete  faussee  au  fil  des  ans  par  la  presenta- 
tion, dans  les  Comptes  publics,  d'«etats  des  ope- 
rations»  qui  introduisent  des  frais  generaux  et 
des  frais  d 'operation  qui  avaient  deja  ete  impu- 
tes de  facon  appropriee  a  d'autres  affectations  de 
credit.  II  existe  une  autre  anomalie,  a  savoir  que 
1'appellation  de  «Caisse  renouvelable »,  autori- 
see  a  des  fins  precises  par  le  Parlement  en  1952, 
ne  correspond  pas  tout  a  fait  aux  definitions  eta- 
blies  en  1 970  par  le  Conseil  du  tresor  concernant 
les  Caisses  renouvelables  et  les  avances  de  fonds 
de  roulement.  Dans  les  Comptes  publics,  la  Cais- 
se est  presentee  comme  une  avance  de  fonds  de 
roulement. 

Nous  sommes  disposes  a  donner  suite  a  toute 
observation  valable  des  verificateurs  ou  a  toute 
directive  destinee  a  ameliorer  l'administration 
et  la  comptabilite  reliee  a  cette  Caisse,  voire  a 
modifier  le  nom  de  cette  derniere  au  besoin; 
nous  ne  sommes  cependant  pas  d  'accord  pour  la 
supprimer. 
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VERIFICATION  INTERNE 

Le  service  de  verification  interne  releve  du 
directeur  de  l'administration  financiere.  Un 
grand  nombre  de  ses  recommandations  ne 
sont  pas  suivies  rapidement  et  les  operations 
financieres  ainsi  que  le  systeme  de  paie  du 
bureau  principal  ne  font  pas  l'objet  de  verifi- 
cations suffisamment  etendues.  Lorsqu'on  de- 
tecte  des  deficiences  dans  les  systemes  de  con- 
trole financier,  le  service  de  verification  man- 
que de  ressources  en  personnel  pour  accroitre 
ses  examens  de  facon  qu'aucune  fraude  ou 
erreur  ne  passe  inapercue. 

Le  Ministere  devrait  etablir  un  comite  de  veri- 
fication et  accroitre  la  portee  des  examens  sur 
les  controles  financiers  au  sein  de  la  division 
de  l'administration  financiere,  de  la  direction 
du  personnel  et  des  bureaux  comptables  de 
programmes. 


COMMENTAIRES  DU  MINISTERE 


Nous  mettrons  en  place  un  comite  de  verifica- 
tion ou  un  autre  mecanisme  pour  assurer  que  la 
verification  interne  est  objective  et  que  la  direc- 
tion donne  suite  aux  recommandations.  Nous 
sommes  conscients  du  fait  que  les  verifications 
doivent  etre  etendues;  de  fait,  les  plans  actuels  et 
futurs  prevoient  l'accroissement  des  examens 
dans  les  domaines  mentionnes.  Cependant,  com- 
me  c'est  le  cas  pour  tout  le  personnel  financier,  il 
est  difficile  de  recruter  et  de  conserver  des  veri- 
ficateurs  qualifies,  et  l'accroissement  des  effectifs 
depend  des  ressources  supplementaires  que  per- 
mettent  d'obtenir  les  previsions  de  programme. 
Comme  par  le  passe,  les  ressources  disponibles 
devront  etre  concentrees  dans  les  domaines  juges 
de  la  plus  haute  importance  par  la  gestion. 


STRUCTURE  PAR  PROGRAMME  ET 
ACTIVITE 

Les  renseignements  sur  les  programmes  et  ac- 
tivites  presentes  dans  le  Budget  des  depenses 
et  les  Comptes  publics  offrent  un  interet  limite 
et  ne  facilitent  peut-etre  pas  une  bonne  infor- 
mation et  un  controle  efficace  par  le  Parle- 
ment.  Ces  informations  ne  reposent  pas  sur  les 
travaux  et  activites  de  base  (elements  d'activi- 
te)  qui  representent  les  operations  fondamen- 
tales  du  Ministere.  Le  systeme  de  controle 
budgetaire  n'a  pas  ete  a  la  hauteur  des  efforts 
faits  pour  integrer  les  notions  de  rationalisa- 
tion des  choix  budgetaires,  de  gestion  par  ob- 
jectifs  et  de  mesures  du  rendement  de  1 'exploi- 
tation, toutes  fondees  sur  des  elements  d'acti- 
vite  discernables. 
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Conformement  a  la  directive  du  Conseil  du 
tresor,  la  structure  par  activite  du  Ministere 
devrait  etre  subdivisee  au  besoin  jusqu'au 
point  ou  les  niveaux  les  plus  bas  ou  elementai- 
res,  les  elements  d 'activite,  correspondent  au 
cout  des  travaux  et  projets  effectues  pour  at- 
teindre  les  objectifs  de  programmes. 

La  nomenclature  des  comptes  devrait  etre  af- 
finee  de  facon  a  fournir  toutes  les  donnees  de 
cout  necessaires  au  controle  budgetaire  et  a 
d'autres  fins,  ce  qui  eliminerait  le  besoin  de 
systemes  supplementaires  de  couts  indiquant 
le  cout  des  produits,  des  travaux  ou  des 
operations. 

PREPARATION  ET  CONTROLE  DU 
BUDGET 

Le  systeme  de  preparation  et  d'examen  du 
budget  depend  exagerement  des  capacites,  de 
1 'experience,  de  l'integrite  et  du  style  des  per- 
sonnes  participant  au  processus.  On  constate 
un  manque  de  directives  centrales,  de  preuves 
documentaires,  de  communication  des  deci- 
sions et  priorites  de  la  direction  et  d 'informa- 
tions significatives  qui  faciliteraient  un  bon 
examen  des  programmes  permanents  ou 
nouveaux. 

Les  budgets  detailles  resultant  de  la  prepara- 
tion des  previsions  de  programme  et  du  Bud- 
get des  depenses,  souvent,  ne  constituent  pas 
une  base  utile  pour  les  rapports  financiers  et  le 
controle  budgetaire  tout  au  long  de  l'annee, 
du  fait  qu'ils  ne  representent  pas  une  evalua- 
tion realiste  des  couts  prevus,  de  Putilisation 
des  annees-hommes  et  des  resultats  par  mois 
et  par  article  des  depenses,  projet  ou  activite 
dont  les  gestionnaires  puissent  etre  tenus  de 
rendre  compte. 

II  devrait  exister  une  description  et  une  com- 
munication suffisantes  des  priorites  et  deci- 
sions de  la  direction,  ainsi  que  des  methodes 
ministerielles  d  'etablissement  et  d  'examen  des 
previsions  de  programme,  du  budget  princi- 
pal des  depenses  et  des  budgets  detailles  des 
centres  de  responsabilite. 


COMMENTAIRES  DU  MINISTERE 

Nous  mettrons  sur  pied  une  equipe  d 'etude  spe- 
ciale  afin  d'etudier  les  possibilites  de  subdiviser 
la  structure  actuelle  par  activite. 


Nous  nous  efforcerons  d  'ameliorer  la  description 
et  la  communication  afin  de  faciliter  la  prepara- 
tion et  l'examen  des  budgets,  dans  le  cadre  des 
contraintes  de  temps  inherentes  a  ce  processus  et 
compte  tenu  du  fait  que  nous  ne  recevons  que 
rarement  a  l'avance  du  Secretariat  du  Conseil  du 
tresor  un  expose  precis  des  priorites 
gouvernementales. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

Les  budgets  detailles  par  centre  de  responsabi- 
lite,  compatibles  avec  les  previsions  totales  au- 
torisees,  devraient  etre  modifies  de  fa^on  a 
fournir  une  base  realiste  pour  le  controle  bud- 
getaire tout  au  long  de  1  'annee. 

II  faudrait  etablir  des  methodes  de  comptabili- 
te et  de  budget  d  'exercice  dans  tout  le  Ministe- 
re  afin  de  les  appliquer  dans  tous  les  cas  ou  de 
simples  donnees  de  tresorerie  ne  sont  pas  as- 
sez  significatives  ou  precises  pour  permettre 
de  determiner  les  couts,  de  mettre  ces  derniers 
en  correlation  avec  le  rendement  obtenu  ou 
d'exercer  de  quelque  autre  fa<jon  un  controle 
budgetaire  efficace. 

RAPPORTS  FINANCIERS 

•  Dans  presque  tous  les  cas,  les  gestionnaires  de 
centres  de  responsabilite  ne  se  servent  des  rap- 
ports financiers  informatises  prescrits  que 
pour  comparer  les  depenses  engagees  depuis 
le  debut  de  l'annee  avec  leur  budget,  afin  de 
connaitre  les  fonds  disponibles  pour  l'avenir. 
Les  rapports  ne  sont  pas  assez  complets,  precis 
ou  significatifs  pour  les  gestionnaires  qui  es- 
saient  d 'analyser  avec  plus  de  precision  les 
informations  financieres  ou  de  tenir  leurs  su- 
bordonnes  dans  Fobligation  de  rendre  comp- 
te.  En  general,  on  tient  pour  eux  d'autres  re- 
gistres  ou  des  moyens  de  regrouper  les 
informations. 

Le  Ministere  devrait  mieux  utiliser  les  services 
de  rapports  financiers  du  ministere  des  Ap- 
provisionnements  et  Services.  En  particulier, 
on  devrait  prevoir  les  activites  suivantes: 

a)     regroupement  des  couts  au  niveau  des  ele- 
ments d'activite; 


b )     techniques  de  comptabilite  d  'exercice; 


c)     rapport  des  donnees  mensuel;  et 


COMMENTAIRES  DU  MINISTERE 


Nous  mettrons  sur  pied  des  methodes  d'ajuste- 
ment  budgetaire  et  de  comptabilite  d 'exercice 
qui  seront  appliquees  lorsque  la  situation  le 
justifiera. 


Nous  nous  efforcerons  de  perfectionner  cons- 
tamment  notre  systeme  de  rapports  financiers 
dans  le  sens  indique  par  les  verificateurs,  et  plus 
particulierement  dans  les  domaines  suivants: 

a)  la  structure  actuelle  de  programmes  et  d 'acti- 
vites permet  de  reperer  les  depenses  par  sous- 
activite  et  projet.  Nous  nous  efforcerons  selon  les 
besoins,  d'affiner  la  ventilation  des  elements  de 
cout  et  d'ameliorer  la  structure  existante; 

b)  nous  envisagerons  la  possibility  de  mettre  en 
oeuvre  des  techniques  de  comptabilite  d 'exercice 
lorsqu'il  existe  un  besoin  precis  de  donnees  fi- 
nancieres reposant  sur  les  couts; 

c)  la  production  de  donnees  mensuelles  qui  s'a- 
jouterait  aux  donnees  accumulees  depuis  le  de- 
but de  l'annee  n'est  pas  envisagee  en  general 
dans  un  systeme  de  rapports  de  tresorerie,  mais 
elle  le  sera  lorsqu'elle  permettra  d'ameliorer 
l'efficacite  de  la  gestion  et  du  controle;  et 


183 


OBSERVATIONS  ET  COMMENTAIRES  DU  MINISTERE 

RECOMMANDATIONS 

d)     regroupement  de  donnees  sur  le  rendement       d)  conformement  aux  lignes  directrices  du  Con- 
des  exploitations  seil  du  tresor,  nous  avons  entrepris  d'etudier  la 

possibility  de  mettre  en  oeuvre  le  systeme  de 
mesure  du  rendement  de  1 'exploitation.  Si  Ton 
appliquait  ce  systeme,  on  obtiendrait  des  don- 
nees sur  le  rendement  des  exploitations. 
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MINISTERE  DES  APPROVISIONNEMENTS  ET  SERVICES 

PROGRAMME  DES  APPROVISIONNEMENTS  -  FONDS  RENOUVELABLE 

DES  APPROVISIONNEMENTS 

Observations  et  recommandations  en  date  du  mois  de  juin  1975 
Commentaries  du  Ministere  en  date  du  mois  d'aout  1975 


OBSERVATIONS  ET 
RECOMMANDATIONS 

ORGANISATION  FINANCIERE  ET 
COMPTABLE 

•  II  faudrait  definir  le  role  du  controleur  de  fa- 
con  qu'il  ait  l'autorite  et  la  responsabilite  su- 
premes  en  matiere  d 'approbation  des  fonc- 
tions  et  systemes  financiers  et  comptables, 
sans  egard  au  fait  que  tous  les  gestionnaires 
financiers  de  l'administration  des  approvi- 
sionnements  relevent  de  lui  sur  le  plan  fonc- 
tionnel  ou,  directement,  sur  le  plan 
hierarchique. 

•  Au  cours  de  notre  examen,  nous  avons  releve 
certains  cas  de  double  emploi  des  fonctions 
comptables. 

II  faudrait  determiner  la  portee  et  les  raisons 
du  double  emploi  des  fonctions  comptables  et 
les  eliminer. 


•  II  faudrait  attribuer  a  la  direction  du  contro- 
leur la  charge  de  recueillir  les  informations 
relatives  aux  previsions  d 'exploitation  et  aux 
demandes  de  revision  des  tarifs.  Le  controleur 
devrait  ensuite  recommander  au  comite  de 
gestion  les  tarifs  necessaires  ainsi  que  les  cor- 
rections a  apporter  aux  budgets  d 'exploita- 
tion, apres  avoir  etudie  les  plans  financiers 
avec  le  secteur  de  la  planification  de  l'approvi- 
sionnement  pour  s 'assurer  qu'ils  sont  confor- 
mes  aux  objectifs  et  plans  a  long  terme  de 
l'administration  des  approvisionnements. 


COMMENTAIRES  DU  MINISTERE 


Nous  sommes  d 'accord.  Nous  sommes  en  train 
d'etudier  les  conclusions  que  des  experts-conseils 
ont  tire  de  leur  examen  de  l'organisation  de  la 
direction  du  controleur.  La  seconde  phase  de 
l'etude  consiste  a  preciser  la  portee  et  la  nature 
de  l'autorite  fonctionnelle  du  controleur  dans  le 
Ministere. 


Nous  determinerons  la  portee  de  tout  double 
emploi  des  fonctions  comptables  et  l'elimine- 
rons.  Les  etudes  des  fonctions  et  systemes  finan- 
ciers qui  sont  en  cours  contribueront  a  la  realisa- 
tion de  cet  objectif. 

Nous  considerons  ces  decisions  comme  etant  du 
ressort  de  la  gestion  du  Ministere.  La  collecte  des 
donnees  financieres  relatives  aux  previsions 
d 'exploitation  et  aux  demandes  de  revision  des 
tarifs  incombe  aux  conseillers  en  gestion  finan- 
cier de  chacun  des  services  administratifs.  C'est 
au  secteur  de  la  planification  des  approvisionne- 
ments qu'il  revient  de  formuler  des  recomman- 
dations de  politique  integree  d 'apres  cette  infor- 
mation; il  n'y  a  done  aucune  raison  apparente 
de  modifier  notre  systeme  actuel. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

L 'administration  des  approvisionnements  de- 
vrait  adopter  une  seule  norme  d 'ensemble  des 
attributions  de  chaque  groupe  interesse  aux 
systemes  informatiques  et  donner  a  chacun 
des  responsabilites  et  des  pouvoirs  precis  en 
vue  de  la  mise  au  point  des  systemes  et  de  leur 
bon  fonctionnement  par  la  suite. 


DELEGATION  DES  POUVOIRS 

•  Les  formules  servant  a  la  delegation  des  pou- 
voirs financiers  devraient  etre  remplies  des 
que  possible  et  la  section  du  manuel  d 'admi- 
nistration reliee  aux  pouvoirs  de  signature  de- 
vrait  etre  mise  a  jour. 

•  Les  bureaux  de  paiement  des  secteurs  des 
services  devraient  etre  informes  immediate- 
ment  des  pouvoirs  de  payer,  prevus  par  Parti- 
cle 26,  qui  sont  actuellement  autorises. 

•  II  faudrait  mettre  en  place  un  systeme  de  mise 
a  jour  des  cartes  de  specimen  de  signature. 

•  La  delegation  actuelle  limite  par  inadvertance 
le  pouvoir  d'attester  la  reception  des  mar- 
chandises  nouvelles  ou  necessaires  au  reap- 
provisionnement  des  stocks. 

L'autorite  permettant  de  certifier  la  reception 
dans  le  systeme  d  'approvisionnement  d 'arti- 
cles normalement  stockes  devrait  etre  dele- 
guee  a  des  employes  occupant  des  postes  ou 
cette  autorite  peut  etre  exercee  efficacement. 

•  Le  pouvoir  de  1 'article  27  (sauf  en  ce  qui  con- 
cerne  les  achats  du  systeme  d 'approvisionne- 
ment d 'articles  normalement  stockes)  devrait 
etre  delegue  aux  directions  d 'exploitation  de 
l'administration  des  approvisionnements,  et 
la  direction  du  controleur  devrait  etre  chargee 
d  'examiner  ces  autorisations  ainsi  que  de  cer- 
tifier le  pouvoir  de  payer  prevu  a  l'article  26 
de  la  Loi  sur  l'administration  financiere. 


COMMENTAIRES  DU  MINISTERE 

Le  26  juin  1975,  le  comite  de  gestion  du  sous- 
ministre  des  approvisionnements  a  approuve  le 
plan  d 'action  relie  aux  systemes  de  l'administra- 
tion des  approvisionnements,  qui  etablit  une 
norme  d 'ensemble  des  attributions  qui  concer- 
ned les  systemes.  Le  plan  prevoit:  la  definition 
et  la  documentation  des  systemes  existants  et  des 
atrributions  reliees  aux  donnees  d 'entree,  au 
traitement,  au  controle  de  la  qualite  et  aux  don- 
nees de  sortie;  l'elaboration  de  methodes  visant 
au  bon  fonctionnement  des  systemes;  1  'etablisse- 
ment  de  modalites  de  mise  au  point  des  systemes 
et  la  determination  des  responsabilites  concer- 
nant  la  definition  des  priorites;  la  nomination 
d'un  gestionnaire  des  systemes  choisi  parmi  les 
utilisateurs,  le  principal  client  ou  le  service  inte- 
resse au  premier  chef,  et  a  l'autorite  duquel  se- 
raient  soumis  les  changements  autorises. 


Nous  sommes  d 'accord.  Nous  remplirons  sous 
peu  les  formules  et  avons  presque  termine  la 
mise  a  jour  du  manuel  d 'administration. 


Nous  sommes  d 'accord.  Cette  tache  est  en  voie 
d  'achievement. 


Nous  sommes  d  'accord.  Le  systeme  est  deja  con- 
qu  et  sa  mise  en  oeuvre  est  presque  achevee. 


Nous  sommes  d 'accord.  Nous  prenons  actuelle- 
ment des  mesures  pour  corriger  cette  anomalie 
en  accroissant  les  pouvoirs  delegues  dans  le  ca- 
dre du  systeme  d 'approvisionnement  d 'articles 
normalement  stockes. 

Nous  sommes  d 'accord.  Le  pouvoir  de  signature 
correspondant  a  l'article  27  sera  delegue  aux 
personnes  chargees  de  verifier  l'execution  des 
travaux,  la  livraison  des  marchandises  ou  la 
prestation  des  services. 
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RECOMMANDATIONS 

PAIEMENTS  CENTRALISES 
(EXPEDITIONS  DIRECTES) 

•  Tant  pour  les  services  d 'impression  commer- 
ciale  que  pour  les  autres  expeditions  directes 
du  programme  des  approvisionnements,  il 
faudrait  faire  faire  une  etude  independante 
afin  de  determiner  s'il  serait  plus  economique 
et  pratique  de  confier  aux  ministeres  et  aux 
organismes  clients  la  responsabilite  fonction- 
nelle  de  verifier  et  d  'acquitter  les  factures  des 
fournisseurs. 

Cette  etude  devrait  tenir  compte  des  methodes 
de  verification  et  de  paiement  qui  sont  appli- 
quees  a  cet  egard  par  chaque  ministere  client. 

•  Si  1 'etude  recommandee  ci-dessus  concluait  a 
la  necessite  de  ne  pas  decentraliser  les  paie- 
ments,  il  faudrait  elaborer  une  formule  nor- 
malisee  attestant  1  'exercice  du  pouvoir  prevu  a 
1 'article  27  concernant  la  reception  des  mar- 
chandises;  cette  formule  servirait  a  tous  les 
ministeres  clients  pour  leurs  propres  opera- 
tions de  verification  et  de  paiement  et  elle  in- 
formerait  le  personnel  du  programme  des  ap- 
provisionnements de  la  reception  des  biens. 
Les  ministeres  clients  seraient  responsables  au 
premier  chef  des  methodes  de  controle  interne 
portant  sur  1 'utilisation  de  cette  formule 
normalisee. 

•  II  faudrait  annuler  immediatement  les  instruc- 
tions en  date  du  21  mars  1975  par  lesquelles 
la  direction  du  controleur  permet  d 'acquitter 
les  factures  des  imprimeurs  lorsqu'elles  sont 
accompagnees  d'un  bordereau  de  livraison 
signe. 

CONTROLE  DES  DEPENSES  -  DIVISION 
DES  SERVICES  DE  COMPTABILITE 
GENERALE 

•  II  faudrait  supprimer  le  mecanisme  actuel 
d 'inscription  des  engagements  a  l'egard  des 
couts  d 'exploitation  de  la  part  de  la  direction 
du  Fonds  renouvelable  des 
approvisionnements. 

•  Le  controleur  devrait  bien  definir  les  attribu- 
tions entre  les  directions  hierarchiques  et  la 
division  des  services  de  comptabilite  generale 
concernant  la  verification  des  factures  et  des 
demandes  en  remboursement  de  frais  de 
voyage,  la  tenue  des  registres  a  l'appui,  l'eta- 
blissement  et  la  certification  des  demandes  de 
cheque. 


COMMENTAIRES  DU  MINISTERE 


Nous  sommes  d 'accord.  Nous  ferons  une  etude 
independante  de  ces  deux  situations. 


Nous  sommes  d  'accord. 


Nous  etudierons  cette  question  en  vue  de  pren- 
dre les  mesures  appropriees. 


Nous  sommes  d 'accord.  Nous  l'avons  supprime. 


Nous  sommes  d 'accord. 
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•  Le  registre  des  erreurs  commises  par  les  res- 
ponsables  de  la  verification  a  priori  et  tenu 
par  le  personnel  de  la  division  des  services  de 
comptabilite  generate  devrait  etre  revu  perio- 
diquement  par  le  chef  de  la  division  et  porte  a 
la  connaissance  du  controleur  de  faqon  qu'on 
puisse  determiner  les  erreurs  qui  se  repetent  et 
evaluer  l'efficacite  de  la  verification. 

•  La  transmission  des  cheques  aux  beneficiaires 
par  l'intermediaire  des  agents  des  ministeres 
devrait  se  limiter  aux  cas  approuves  par  le 
sous-ministre,  conformement  aux  recomman- 
dations  du  Conseil  du  tresor.  Le  controleur 
devrait  etablir  des  mesures  de  controle  appro- 
priees  concernant  la  manipulation  de  ces 
cheques. 

CONTROLE  DES  DEPENSES  -  DIVISION 
DES  SERVICES  FINANCIERS 

•  La  verification  de  la  reception  des  marchandi- 
ses  dans  le  cadre  du  systeme  informatique 
d'approvisionnement  d 'articles  normalement 
stockes  se  fait  par  mise  en  correspondance  au- 
tomatique  des  donnees  figurant  sur  les  borde- 
reaux de  reception  et  sur  les  factures 
correspondantes. 

II  faudrait  controler  les  signatures  figurant  sur 
les  bordereaux  de  reception  fournis  au  syste- 
me de  fa<jon  que  le  personnel  de  bureau  qui 
exerce  le  pouvoir  prevu  a  1 'article  27  puisse  se 
fier  a  cette  verification  automatique. 

•  Les  responsabilites  reliees  a  la  certification, 
prevue  a  l'article  26,  des  comptes  correspon- 
dant  a  l'acquisition  d 'articles  et  au  reapprovi- 
sionnement  des  stocks,  ainsi  qu'aux  services 
d 'expedition  directe  et  de  gestion  des  trans- 
ports, semblent  etre  mal  comprises  du  fait  que 
le  recouvrement  de  ces  comptes  est  effectue 
par  les  ministeres  clients  et  doit  faire  l'objet 
d'une  verification  a  ce  moment-la. 

II  faudrait  bien  definir  les  responsabilites  des 
agents  financiers  exercant  le  pouvoir  de  payer 
prevu  a  l'article  26  et  leur  fournir  tous  les 
documents  justificatifs  avant  qu'ils  exercent  ce 
pouvoir. 


COMMENTAIRES  DU  MINISTERE 

Nous  sommes  d 'accord.  Les  methodes  actuelles 
feront  place  a  un  systeme  officiel  de  rapports 
mensuels. 


Nous  sommes  d 'accord.  Nous  donnons  suite  a 
cette  recommandation  conformement  aux  exi- 
gences du  Conseil  du  tresor. 


Nous  sommes  d 'accord.  Nous  effectuerons  perio- 
diquement  des  controles  par  sondage,  que  sur- 
veillera  de  fa<jon  independante  la  direction  de  la 
verification  comptable  des  approvisionnements. 


Nous  sommes  d 'accord.  Nous  ferons  une  etude 
des  methodes  de  facon  que  les  precautions  vou- 
lues  soient  prises  dans  l'exercice  du  pouvoir  de 
payer  prevu  a  l'article  26. 
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•  Le  controleur  devrait  evaluer  les  methodes  en 
vigueur  dans  chacun  des  services  de  gestion 
des  transports  a  l'egard  de  la  verification  des 
comptes,  apres  quoi  on  devrait  envisager  de 
deleguer  le  pouvoir  prevu  a  l'article  27  au 
service  competent,  qui  l'exerce  en  effet  a 
l'heure  actuelle. 

•  II  faudrait  entreprendre  d'etudier  les  metho- 
des de  verification  a  posteriori  qu 'applique  le 
Service  central  des  voyages  pour  en  evaluer  la 
validite  et,  s'il  y  a  lieu,  etablir  les  lignes  direc- 
trices ainsi  qu'un  ordre  de  priorite. 

•  Avant  d  'etre  expedites  au  bureau  des  services, 
les  demandes  de  cheque  dument  certifiees  ne 
devraient  pas  revenir  au  personnel  de  bureau 
charge  de  la  certification  p  revue  a  l'article  27 
ainsi  que  de  la  tenue  du  registre  des  totaux  de 
lots. 


COMMENTAIRES  DU  MINISTERE 

Nous  sommes  d  'accord. 


Nous  sommes  d 'accord. 


Nous  sommes  d 'accord.  Nous  avons  comble  cet- 
te  lacune. 


CONTROLE  DE  LA  PAIE 

•  La  personne  exerqant  le  pouvoir  prevu  a  1  'ar- 
ticle 26  a  l'egard  de  la  modification  de  la  pale 
doit  avoir  suffisamment  de  renseignements 
pour  pouvoir  etudier  valablement  les 
documents. 

Le  controleur,  par  l'intermediaire  des  agents 
financiers  des  directions  de  concert  avec  les 
agents  du  personnel,  devrait  etablir  et  exercer 
des  controles  suffisants  sur  la  paie. 

CONTROLE  DES  STOCKS 

•  L 'administration  des  approvisionnements  de- 
vrait considerer  comme  prioritaires  l'etablis- 
sement  de  stocks  optimaux  et  l'explication  des 
attributions  en  matiere  de  gestion  des  stocks. 


II  faudrait  denombrer  et  concilier  chaque  an- 
nee  un  nombre  d 'articles  du  systeme  d'appro- 
visionnement  qui  represente  la  majeure  partie 
de  la  valeur  du  stock,  conformement  a  la  poli- 
tique adoptee  par  le  controleur  en  fevrier 
1975.  La  direction  du  controleur  devrait  avoir 
la  haute  main  sur  les  methodes  d'inventaire. 


Le  probleme  immediat  est  maintenant  regie; 
nous  convenons  que  le  controleur  devrait  parti- 
ciper  a  l'etablissement  et  au  maintien  de  contro- 
les suffisants  sur  la  paie. 


Nous  avons  etabli  les  stocks  optimaux  en  fonc- 
tion  des  frais  d 'entreposage,  des  frais  de  com- 
mande,  de  1 'usage  prevu  et  les  stocks  de  securite 
necessaires  pour  satisfaire  les  objectifs  de  qualite 
de  service.  La  responsabilite  de  la  determination 
de  ces  stocks  a  ete  etablie  le  4  avril  1975,  avec 
effet  a  cette  date. 

Nous  convenons  qu'il  faudrait  denombrer  et 
concilier  les  articles  representant  la  majeure  par- 
tie  de  la  valeur  du  stock  et  que  le  controleur 
devrait  conseiller  et  approuver  les  methodes 
d'inventaire.  La  direction  de  la  verification  des 
approvisionnements  surveillera  ces  methodes  de 
prise  d'inventaire. 

Lors  du  recent  inventaire  triennal  du  centre 
d 'approvisionnements  de  la  region  de  la  capita- 
le,  la  direction  de  la  verification  des  approvi- 
sionnements a  commente  les  methodes  d'inven- 
taire et  de  conciliation,  qu'elle  a  jugees  efficaces 
et  de  bon  rendement. 
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CONTROLE  DES  AVANCES 

•  Concernant  la  tenue  des  registres  d'avances 
permanentes  et  d  'avances  de  frais  de  deplace- 
ment,  il  faudrait  preciser  les  attributions  de  la 
division  des  services  de  comptabilite  generate, 
de  la  division  des  services  financiers  et  d'un 
certain  nombre  de  directions  qui  tiennent  des 
registres  de  ce  genre,  et  il  faudrait  attribuer 
ces  responsabilites  au  palier  ou  elles  peuvent 
etre  exercees  le  plus  valablement. 

•  II  faudrait  etablir  des  methodes  permettant  la 
conciliation  periodique  des  registres  auxiliai- 
res  d'avances  et  des  soldes  des  comptes 
fiscaux. 

IMMOBILISATIONS  (Articles  en  usage) 

•  II  faudrait  bien  definir  les  responsabilites  de  la 
division  de  la  gestion  du  materiel  et  de  la 
direction  du  controleur  a  l'egard  des  registres 
d 'immobilisations,  et  eliminer  tout  double 
emploi. 

•  II  faudrait  concilier  periodiquement  les  regis- 
tres auxiliaires  d 'immobilisations  et  les  regis- 
tres de  depenses  a  l'egard  des  immobilisations 
imputees  aux  credits  ministeriels  (Services  et 
Administration)  et  de  celles  achetees  par  l'in- 
termediaire  du  Fonds  renouvelable  des  appro- 
visionnements.  II  faudrait  egalement  faire  la 
conciliation  avec  le  grand  livre  du  Fonds  re- 
nouvelable des  approvisionnements  (compte 
d  'immobilisations ). 

•  Le  systeme  de  controle  des  immobilisations  en 
cours  d 'elaboration  devrait  presenter  au 
moins  les  caracteristiques  suivantes: 

—  une  liste  des  stocks  de  chacun  des  centres  de 
responsabilite,  qui  devrait  leur  etre  envoyee 
et  etre  tenue  a  jour; 

—  des  methodes  de  redressement  rapide  des 
dossiers  en  cas  d 'alienation  ou  de  transfert 
de  biens;  et 

—  une  verification  materielle  periodique. 


COMMENTAIRES  DU  MINISTERS 


Nous  sommes  d 'accord. 


Nous  sommes  d 'accord.  Nous  etudierons  la 
question  et,  s'il  y  a  des  lacunes,  nous  instaure- 
rons  des  methodes  de  conciliation  mensuelle. 


Nous  avons  mis  au  point  un  systeme  efficace  de 
controle  des  stocks  d 'immobilisations.  Le  rap- 
port definitif  qui  sera  presente  a  ce  sujet  a  la 
direction  avant  la  mise  en  oeuvre  du  systeme 
tiendra  compte  des  recommandations  de  l'equi- 
pe  d 'evaluation  de  l'Auditeur  general. 
Voir  ci-dessus. 


Voir  ci-dessus. 
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VERIFICATION  INTERNE 

•  Dans  le  programme  des  approvisionnements, 
la  verification  interne  a  eu  une  portee  limitee 
jusqu'ici;  en  particulier,  elle  n'a  comporte  ni 
examen  ni  evaluation  des  systemes  informati- 
ses,  des  methodes  et  usages  pour  la  paie  ainsi 
que  des  operations  des  centres  regionaux 
d  'approvisionnement. 

II  faudrait  faire  une  etude  complete  de  l'eten- 
due  de  la  verification  financiere  pour  veiller  a 
ce  que  tous  les  secteurs  importants  fassent 
l'objet  d'examens,  et  ce  avec  une  frequence 
suffisante. 

•  II  faudrait  confier,  soit  a  la  direction  de  la 
verification  de  gestion  des  services,  soit  a  la 
direction  de  la  verification  comptable  des  ap- 
provisionnements, 1'evaluation  des  besoins  de 
controle  et  la  surveillance  de  la  verification 
des  divisions  de  la  direction  du  controleur  qui 
desservent  tant  l'administration  des  Approvi- 
sionnements que  celle  des  Services. 


COMMENTAIRES  DU  MINISTERE 


•  L'equipe  de  verification  chargee  d 'examiner 
la  direction  du  controleur  devrait  etre  aussi 
responsable  de  la  verification  du  programme 
d 'administration  du  Ministere. 

•  Quant  aux  verifications  donnees  a  contrat  au 
Bureau  des  services  de  verification,  la  direc- 
tion de  la  verification  comptable  des  approvi- 
sionnements devrait  etudier  periodiquement 
les  programmes  de  verification  et  les  feuilles 
de  travail  pertinents  pour  s 'assurer  que  l'eten- 
due  de  la  verification  repond  aux  normes 
convenues. 

•  II  faudrait  etablir  un  comite  ministeriel  de  ve- 
rification, comme  le  recommande  le  Guide 
d 'administration  financiere  du  Conseil  du 
tresor. 


Nous  sommes  d 'accord.  Nous  avons  donne  suite 
a  cette  recommandation. 


C'est  le  Conseil  du  tresor  qui  impose  la  verifica- 
tion de  la  direction  du  controleur  et  du  program- 
me d 'administration  du  Ministere,  mais  c'est 
nous  qui  choisissons  la  methode  a  employer.  La 
verification  de  la  direction  du  controleur  et  des 
autres  composantes  du  secteur  du  soutien  central 
releve  a  la  fois  de  la  direction  de  la  verification 
comptable  des  approvisionnements  de  l'admi- 
nistration des  approvisionnements  et  de  la  direc- 
tion de  la  verification  de  gestion  de  l'administra- 
tion des  services.  Les  verifications  donnees  a 
contrat  s'effectuent  sous  l'egide  commune  de  ces 
deux  directions  et  sont  defrayees  a  egalite  par  les 
deux  administrations.  II  est  entendu  que  les  deux 
sous-  ministres  devraient  veiller  ensemble  a 
l'execution  des  verifications  et  a  1 'application 
des  recommandations. 
Voir  ci-dessus. 


Nous  sommes  d 'accord.  Nous  avons  donne  suite 
a  cette  recommandation. 


Aucune  directive  du  Guide  du  Conseil  du  tresor 
ne  demande  la  creation  d'un  comite  ministeriel 
de  verification.  Toutes  les  fonctions  qu'assume- 
rait  ce  comite  sont  exercees  par  le  comite  de 
gestion  du  sous-ministre  des  approvisionne- 
ments. Le  directeur  de  la  verification  comptable 
des  approvisionnements  fait  partie  d 'office  de  ce 
comite. 
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COMMENTAIRES  DU  MINISTERE 


RENTABILISATION  ET  CONTROLE 
BUDGETAIRE 

•  L'objectif  du  seuil  de  rentabilite  applicable  au 
Fonds  renouvelable  des  approvisionnements 
devrait  etre  etendu  aux  secteurs,  aux  centres 
de  produit  et  autres  centres  de  responsabilite 
tels  les  centres  d'approvisionnement  regio- 
naux.  II  en  resulterait  sans  doute  une  amelio- 
ration de  la  structure  des  tarifs  d 'acquisition. 
Tous  les  cas  d'ecart  par  rapport  a  la  regie  du 
seuil  de  rentabilite,  dans  le  cas  de  centres  de 
produit  ou  de  centres  d'approvisionnement 
regionaux  particuliers,  devraient  etre  decrits 
et  approuves  par  le  comite  de  gestion. 

•  Les  previsions  d 'annees-hommes,  implicites 
dans  la  demande  de  revision  des  tarifs  presen- 
tee au  Secretariat  du  Conseil  du  tresor,  de- 
vraient y  etre  precisees  et  etre  approuvees  par 
le  Conseil  du  tresor  en  meme  temps  que  les 
tarifs. 


Les  principes  regissant  la  demande  de  revi- 
sion des  tarifs,  les  annexes  qui  y  sont  jointes  et 
les  autres  informations  exigees  devraient  etre 
etablis  par  le  Secretariat  du  Conseil  du  tresor 
et  acceptes  par  la  direction  de  Padministra- 
tion  des  approvisionnements. 


La  haute  direction  du  Ministere  est  en  principe 
favorable  a  l'etablissement  du  seuil  de  rentabili- 
te au  niveau  auquel  les  services  sont  rendus  aux 
clients,  et  nous  travaillerons  en  ce  sens.  Plus 
tard,  nous  etudierons  attentivement  la  possibility 
d'appliquer  ce  principe  aux  centres  de  produit  et 
aux  centres  regionaux. 


Les  ministeres  clients  sont  avises  de  leur  budget 
pour  la  nouvelle  annee  financiere  dans  une  lettre 
leur  indiquant  les  objectifs  en  matiere  de  budget 
des  depenses,  lettre  qui  leur  est  envoyee  au  debut 
d'aoiit.  II  est  done  impossible  a  l'administration 
des  approvisionnements  de  prevoir  son  volume 
d'affaires  avant  le  mois  de  septembre  au  plus  tot, 
alors  qu'elle  doit  presenter  sa  demande  de  revi- 
sion des  tarifs  a  la  fin  de  juillet  au  plus  tard  de 
fac,on  que  les  clients  puissent  tenir  compte  du 
prix  de  nos  services  dans  leur  demande  lors  du 
budget  principal  des  depenses.  Par  consequent, 
la  prevision  du  volume  d'affaires  utilisee  pour  la 
demande  de  revision  des  tarifs  est  tout  a  fait 
provisoire  et  trop  vague  pour  permettre  de  de- 
terminer les  annees-hommes  necessaires.  Ce 
n  'est  qu  'apres  que  le  Conseil  du  tresor  a  approu- 
ve  les  depenses  des  clients  que  l'administration 
des  approvisionnements  peut  prevoir  valable- 
ment  ses  besoins  en  annees-hommes.  Cette  situa- 
tion n'invalide  pas  la  structure  des  tarifs  propo- 
see,  du  fait  que  les  variations  des  depenses  ap- 
prouvees sont  compensees  par  un  controle  plus 
severe  du  budget  de  l'administration  des  ser- 
vices de  fac,on  a  pouvoir  atteindre  le  seuil  de 
rentabilite.  L'administration  des  services  se  pro- 
pose d'expliciter  les  annees-hommes  et  les  frais 
de  salaires  correspondant  a  chacun  des  services 
fournis  au  moment  de  la  revision  des  tarifs  et 
elle  etudie  les  consequences  qu'aurait  la  combi- 
naison  des  presentations  relatives  aux  annees- 
hommes  et  aux  tarifs. 

Le  fond  et  la  forme  de  la  demande  de  revision 
des  tarifs  ont  ete  etablis  par  entente  avec  le  Se- 
cretariat du  Conseil  du  tresor.  Nous  communi- 
querons  avec  lui  pour  mettre  au  point  des  lignes 
directrices  et  des  instructions  officielles  et 
completes. 
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Les  besoins  prevus  d'annees-hommes  du  ser- 
vice d  'exploitation  du  Fonds  renouvelable  des 
approvisionnements,  qui  sont  lies  aux  previ- 
sions de  depenses  de  l'annee  en  cours,  de- 
vraient  figurer  dans  le  Budget  principal  des 
depenses  avec  ces  previsions  de  depenses. 


Les  tarifs  appliques  pendant  l'annee  finan- 
ciere  1975-1976  devraient  etre  revises  pen- 
dant l'annee  en  fonction  des  objectifs  de  seuil 
de  rentabilite. 


•  La  direction  devrait  decider  avec  le  Conseil 
du  tresor  si  les  tarifs  des  services  deficitaires 
devraient  etre  revises  ou  s'il  faudrait  etablir 
de  nouveaux  arrangements  avec  les  ministeres 
clients  de  facon  a  atteindre  le  seuil  de 
rentabilite. 

•  On  ne  s'est  pas  encore  entendu  sur  divers 
frais,  totalisant  $1.5  million,  pour  des  services 
a  fournir  en  1975-1976  par  un  organisme  a 
un  autre  au  sein  de  1 'administration  des 
approvisionnements. 

On  devrait  decider  de  l'imputation  de  ces  frais 
et  s 'entendre  sur  la  necessite  des  ressources 
correspondantes. 


COMMENTAIRES  DU  MINISTERE 

Le  Budget  principal  des  depenses  indique  le 
nombre  des  annees-hommes  autorisees  par  le 
Conseil  du  tresor  plutot  que  les  besoins  prevus  a 
ce  titre.  L 'administration  des  approvisionne- 
ments pourrait,  uniquement  a  titre  de  renseigne- 
ment,  faire  figurer  les  besoins  prevus  d'annees- 
hommes  dans  le  Budget  principal  des  depenses. 
Nous  devrions  toutefois  negocier  cette  question 
avec  le  Conseil  du  tresor. 

L'objectif  de  seuil  de  rentabilite  etabli  pour  le 
Fonds  renouvelable  des  approvisionnements  est 
revu  chaque  annee  dans  le  cadre  de  la  revision 
des  tarifs.  Cette  derniere  est  une  operation  com- 
plexe,  qui  demande  beaucoup  de  temps  et  d 'ef- 
forts de  la  part  des  ministeres  clients,  de  l'admi- 
nistration  des  approvisionnements  et  du  Conseil 
du  tresor.  II  serait  extremement  difficile  de  revi- 
ser les  tarifs  pendant  l'annee  en  fonction  des 
ecarts  positifs  ou  negatifs  du  volume  des  opera- 
tions par  rapport  aux  previsions,  du  fait  que 
souvent  un  ecart  negatif  au  cours  d'un  trimestre 
donne  est  compense  par  des  excedents  imprevus 
plus  tard  dans  l'annee  financiere.  Ces  problemes 
de  variation  dans  le  temps  s'expliquent  fre- 
quemment  par  les  difficultes  de  mouvements  de 
caisse  rencontrees  par  les  ministeres  clients,  qui 
les  corrigent  au  cours  de  l'annee.  En  outre,  les 
ministeres  clients  auraient  beaucoup  de  mal  a 
evaluer  le  prix  des  services  de  l'administration 
des  approvisionnements  si  les  tarifs  changeaient 
plus  d'une  fois  l'an.  Etant  donne  les  fluctuations 
de  prix  qui  modifient  les  taux  de  rendement, 
nous  avons  pour  regie  de  consentir  des  remises 
dans  certains  secteurs. 

La  direction,  de  concert  avec  le  Conseil  du  tre- 
sor, prend  en  effet  des  mesures  pour  decider  le 
maintien  ou  la  suppression  des  services  qui  res- 
tent  deficitaires.  Cette  etude  se  fait  normalement 
a  l'occasion  de  la  revision  annuelle  des  tarifs. 


L'imputation  des  frais  qui  s'elevaient  au  debut  a 
$1.5  million  et  qui  figurent  dans  les  budgets 
d 'exploitation  de  1975-1976  est  decidee,  de  sor- 
te  que  ces  frais  n'auront  pas  de  repercussions 
importantes  sur  les  besoins  en  ressources  de  l'ad- 
ministration des  approvisionnements. 
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II  faudrait  etudier  Ies  ressources  en  annees- 
hommes  des  budgets  d 'exploitation  afin  de  de- 
terminer les  cas  oil  on  pourrait  renforcer  les 
controles,  car  il  est  peu  probable  que  la  totalite 
des  annees-hommes  prevues  puisse  etre 
utilisee. 


COMMENTAIRES  DU  MINISTERE 

Dans  le  systeme  actuel  de  rentabilisation,  les 
gestionnaires  doivent  controler  leurs  depenses 
en  meme  temps  que  les  revenus  reels,  de  fac,on  a 
demeurer  a  l'interieur  de  leur  marge  d 'exploita- 
tion autorisee.  Nous  controlons  par  ricochet  l'u- 
tilisation  des  annees-hommes,  puisque  les  couts 
de  salaires  representent  l'essentiel  des  depenses 
d 'exploitation.  Le  comite  de  gestion  etudie  cha- 
que  mois  les  effectifs  globaux  et  l'utilisation  des 
annees-hommes  pour  veiller  au  respect  de  celles 
approuvees  par  le  Conseil  du  tresor.  De  plus,  au 
milieu  de  l'annee  financiere,  moment  oil  le  volu- 
me d'affaires  et  les  besoins  de  ressources  sont 
mieux  connus,  le  comite  de  gestion  passe  en  re- 
vue et  modifie  les  annees-hommes  et  depenses 
prevues  dans  les  budgets  d 'exploitation  en  te- 
nant compte  de  celles  approuvees  par  le  Conseil 
du  tresor. 


RAPPORTS  FINANCIERS 

•  .  Les  methodes  de  traitement  des  operations 
financieres  et  de  production  des  donnees  fi- 
nancieres  par  ordinateur  devraient  etre  sim- 
plifies pour  que  les  rapports  sortent  en  temps 
opportun  et  que  les  conciliations  soient  plus 
faciles. 

•  II  faudrait  cesser  de  produire  l'etat  des  gam- 
mes  de  produits  a  moins  d'arriver  a  en  ame- 
liorer  l'exactitude  et  l'utilite  pour  les  gestion- 
naires d 'exploitation  du  service  de  l'approvi- 
sionnement  scientifique  et  technique  et  du 
service  de  gestion  de  l'organisation,  du  fait 
que  ces  services  disposent  d'autres  rapports 
appropries. 

•  Les  rapports  financiers  produits  par  ordina- 
teur sont  envoyes  a  la  division  des  services  de 
comptabilite  generale  et  aux  conseillers  en 
gestion  financiere  avant  d'etre  communiques 
aux  gestionnaires  d 'exploitation. 

Ces  rapports  devraient  etre  communiques  di- 
rectement  aux  gestionnaires  d 'exploitation 
par  la  direction  des  services  de  rapports  fi- 
nanciers au  lieu  d'etre  diffuses  par  l'interme- 
diaire  d  'autres  groupes. 

•  Les  agents  administratifs  et  les  equipes  finan- 
cieres des  directions  devraient  etre  charges  de 
rassembler  les  informations  de  comptabilite 
d'exercice  necessaires  a  Petablissement  des 
etats  de  fin  de  mois. 


Nous  avons  deja  effectue  des  etudes  et  ameliore 
les  delais  de  production  des  rapports.  Nous 
poursuivons  nos  efforts  en  vue  de  simplifier  le 

systeme. 


Cet  etat  a  ete  d'une  utilite  restreinte  dans  cer- 
tains secteurs,  mais  il  est  indispensable  dans 
d'autres  du  fait  que  certains  des  renseignements 
qu'il  donne  ne  se  retrouvent  dans  aucun  autre 
rapport  de  gestion;  nous  devons  done  le  conser- 
ves L 'amelioration  du  codage  a  permis  d'en  ac- 
croitre  l'exactitude  et  l'utilite. 


Nous  sommes  d 'accord.  Nous  prenons  les  mesu- 
res  voulues  pour  faire  directement  la  distribu- 
tion lorsqu'elle  est  possible. 


Nous  sommes  d 'accord  en  principe.  A  l'heure 
actuelle,  il  est  difficile  d'obtenir  des  renseigne- 
ments qui  soient  complets,  correctement  codes  et 
produits  en  temps  voulu.  Nous  nous  efforcerons 
de  mettre  au  point  un  systeme  qui  remedie  a  ces 
difficultes. 
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II  faudrait  effectuer  une  etude  afin  de  savoir 
pourquoi  la  declaration  des  frais  de  transport 
et  de  deplacement  est  faite  tardivement  dans 
les  etats  financiers  et  pourquoi  certaines  direc- 
tions desirent  tenir  leur  propre  registre  de 
frais  de  deplacement. 

Le  traitement  des  ajouts  et  modifications  ap- 
portes  a  la  paie  prend  beaucoup  de  temps.  Ces 
delais  nuisent  a  1 'exactitude  des  etats  finan- 
ciers produits. 

II  faudrait  effectuer  une  etude  afin  de  determi- 
ner les  causes  des  retards  de  traitement  des 
mutations  de  personnel. 

II  faudrait  adopter  une  methode  unique  de 
declaration  des  prix  d 'acquisition  dans  les 
etats  financiers  des  gestionnaires  d 'exploita- 
tion afin  de  ne  plus  perdre  de  temps  a  discuter 
de  cette  question. 


COMMENTAIRES  DU  MINISTERE 

Nous  sommes  d 'accord. 


•  II  faudrait  charger  une  personne  ou  un  service 
de  concilier  chaque  mois  les  rapports  de  ges- 
tion  financiere  avec  le  grand  livre  du  Fonds 
renouvelable  des  approvisionnements,  et  met- 
tre  au  point  des  methodes  de  conciliation. 

•  II  faudrait  determiner  la  nature  et  la  portee  du 
double  emploi  dans  la  preparation  des  rap- 
ports financiers  et  l'operation  des  systemes 
comptables,  et  eliminer  le  double  emploi. 

•  II  faudrait  faire  une  comparaison  annuelle  du 
cout  des  stocks  et  des  couts  de  remplacement 
pour  les  articles  de  grande  valeur  afin  d'eva- 
luer  l'incidence  des  decisions  d 'achat  sur  la 
situation  et  les  operations  financieres  du 
Fonds  renouvelable  des  approvisionnements. 
Cette  pratique  s'ecarterait  de  1'usage  qui  con- 
siste  a  inscrire  les  stocks  a  leur  prix  moyen. 
Conformement  aux  principes  comptables  ge- 
neralement  reconnus  et  puisque  le  Fonds  re- 
nouvelable des  approvisionnements  est  un  or- 
ganisme  quasi  commercial,  il  faudrait  comp- 
tabiliser  les  stocks  au  prix  coutant  ou  au  prix 
du  marche  (c'est-a-dire  au  cout  de  remplace- 
ment), en  choisissant  le  moins  eleve  des  deux, 
dans  les  etats  financiers  annuels  du  Fonds. 


Des  agents  des  finances  et  du  personnel  effec- 
tueront  une  etude  afin  de  reduire  le  temps  ac- 
tuellement  necessaire  au  traitement  des 
documents. 

En  raison  des  points-d 'arret  normaux  de  fin  de 
mois  et  des  rejets  par  l'ordinateur,  les  rende- 
ments  reels  des  marches  et  les  revenus  estimatifs 
produits  par  les  services  d 'exploitation,  par  rap- 
port aux  revenus  reellement  factures,  varient 
toujours  dans  une  certaine  mesure.  Si  les  ecarts 
sont  importants,  les  revenus  calcules  selon  la 
comptabilite  d'exercice  figurent  dans  les  etats 
financiers  destines  a  la  haute  direction. 
Nous  sommes  d 'accord.  Ces  methodes  sont  en 
cours  d 'elaboration  et  de  mise  en  oeuvre. 


Nous  ferons  une  etude  des  rapports  financiers 
pour  eviter  tout  double  emploi. 


Nous  sommes  d 'accord.  Lorsque  surviendront 
des  reductions  substantielles  quant  aux  prix  des 
articles  de  grande  valeur,  nous  devaluerons  le 
stock. 


95 


OBSERVATIONS  ET 
RECOMMANDATIONS 

Les  stocks  de  petrole  figurant  au  bilan  du 
Fonds  renouvelable  de  la  production  de  de- 
fense au  3 1  mars  1 975  devraient  etre  inscrits  a 
la  baisse  selon  la  valeur  du  marche  a  cette 
date.  Ce  redressement  necessitera  un  debit 
supplemental  d'environ  $3.8  millions,  au  ti- 
tre  des  operations. 


COMMENTAIRES  DU  MINISTERE 

Les  stocks  de  petrole  ont  ete  comptabilises  con- 
formement  a  la  politique  du  Ministere.  lis  ont 
ete  inscrits  au  bilan  au  prix  coutant,  et  la  diffe- 
rence entre  celui-ci  et  le  prix  du  marche  a  ete 
mentionnee  dans  les  notes  accompagnant  les 
etats  financiers.  A  l'avenir,  les  devaluations  im- 
portantes  des  stocks  figureront  dans  les  etats  de 
1  'annee  en  cours. 
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MINISTERE  DES  APPROVISIONNEMENTS  ET  SERVICES 

SERVICES 

Observations  et  recommandations  en  date  du  mois  de  juin  1975 
Commentaires  du  Ministere  en  date  du  mois  d'aout  1975 


OBSERVATIONS  ET 
RECOMMANDATIONS 

ORGANISATION  FINANCIERE/ 
COMPTABLE 

•  Les  comites  de  gestion  des  services  operation- 
nels  et  de  gestion  du  Ministere  devraient  don- 
ner  suite  aux  recommandations  qu'ils  etudient 
actuellement  a  propos  de  la  reorganisation  de 
la  direction  du  controleur  en  vue: 

—  d 'officialiser  les  liens  hierarchiques  actuels 
,  au  sein  des  services  operationnels; 

—  de  renforcer  le  poste  du  conseiller  en  ges- 
tion financiere  des  services  de  gestion  et 
d'ameliorer  ainsi  la  qualite  des  services 
financiers; 

—  de  soumettre  a  une  autorite  fonctionnelle  le 
personnel  administratif  qui  exerce  des  attri- 
butions financieres;  et 

—  de  raffermir  les  controles  internes. 

COMMUNICATION  DES  CONSIGNES 
FINANCIERES 

•  II  faudrait  cataloguer  les  manuels  financiers 
traitant  des  operations  du  Receveur  general 
ainsi  que  des  pratiques  financieres  internes  du 
ministere  des  Approvisionnements  et  Services 
(M.A.S.).  On  devrait  diffuser  regulierement  ce 
catalogue  aux  employes  des  services  financiers 
et  administratifs  appropries  au  sein  du  Minis- 
tere afin  de  les  informer  de  1'existence  des 
manuels  a  leur  disposition. 

•  On  devrait  poursuivre  ('unification  des  ma- 
nuels d 'administration  financiere  interne  du 
Ministere. 


COMMENTAIRES  DU  MINISTERE 


D 'accord.  Une  etude  est  en  cours  pour  realiser 
les  objectifs  mentionnes. 


Nous  sommes  d 'accord  qu'un  catalogue  des  ma- 
nuels financiers  servirait  de  repere  aux  em- 
ployes. Nous  redigerons  et  diffuserons  largement 
ce  catalogue. 


Notre  manuel  de  gestion  financiere,  qui  parait 
en  tomes  successifs,  constituera  1 'unification 
recommandee. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

DESCRIPTION  DES  FORMALITES 
RELIEES  AUX  PAIEMENTS  ET  AUX 
RECETTES 

•  II  faudrait  reviser  le  manuel  qui  traite  des  pro- 
cedes  de  paiements  et  de  recettes  afin  d'y  cor- 
riger  les  erreurs  mineures  et  les  omissions 
qu'il  renferme  et  d'y  expliquer  un  certain 
nombre  d'etapes  de  verification  qui  n'ont  pas 
ete  exposees  a  fond. 

DELEGATION  DES  POUVOIRS 

•  II  faudrait  mettre  en  application  les  docu- 
ments de  delegation  des  pouvoirs  d'autoriser 
les  depenses,  l'execution  des  marches  et  les 
paiements,  ainsi  que  le  Ministre  les  a  approu- 
ves  le  7  mai  1974,  et  clarifier  les  attributions 
de  tous  les  delegataires  de  signature. 

•  On  devrait  attribuer  les  pouvoirs  qu'accorde 
l'article  27  de  la  Loi  sur  1 'administration  fi- 
nancier aux  fonctionnaires  des  directions  qui 
sont  les  mieux  en  mesure  d'attester  l'execution 
de  tous  les  termes  et  conditions  des  marches 
d 'achat. 

CONTROLE  DES  PAIEMENTS 

•  En  ce  qui  a  trait  aux  paiements  faits  par  les 
directions,  il  faudrait  concevoir,  decrire  et  ap- 
pliquer  des  procedes  permettant  d'etablir  des 
usages  uniformes  au  sein  des  directions  et  de 
corriger  les  faiblesses  des  controles  internes 
touchant  la  verification  a  priori  et  l'autorisa- 
tion  des  factures. 

CONTROLE  DE  LA  PAIE  -  DIRECTIONS 

•  II  faudrait  confier  aux  agents  financiers  des 
directions  la  responsabilite  fonctionnelle  d'e- 
tablir et  d'exercer  des  controles  suffisants  sur 
la  preparation  de  la  paie,  la  distribution  des 
cheques  et  la  comptabilite  des  frais  relies  a  la 
paie. 

CONTROLE  DES  RECETTES 

•  Les  methodes  de  verification  de  la  caisse,  qu'il 
faudrait  par  ailleurs  decrire  officiellement,  de- 
vraient  comporter  la  comparaison  reguliere 
des  registres  de  caisse  recettes  des  preposes  au 
courrier  avec  ceux  du  caissier  afin  d'ameliorer 
le  controle  interne. 


COMMENTAIRES  DU  MINISTERE 


Nous  sommes  a  mettre  a  jour  le  manuel  des 
formalites  reliees  aux  paiements  et  aux  recettes. 


Nous  avons  mis  en  application  les  documents  de 
delegation  des  pouvoirs  d  'autoriser  les  depenses, 
l'execution  des  marches  et  les  paiements,  ainsi 
que  le  Ministre  les  a  approuves.  Nous  ferons  une 
verification  generate  pour  nous  assurer  que  tous 
les  delegataires  de  signature  connaissent  leurs 
attributions. 

Nous  sommes  en  voie  de  deleguer  le  pouvoir  de 
signer  aux  termes  de  l'article  27  aux  personnes 
qui  sont  les  mieux  placees  pour  verifier  si  le 
travail  a  ete  fait  ou  les  services  rendus. 


Pour  uniformiser  tous  les  usages  du  Ministere, 
nous  decrirons  les  usages  de  la  direction  en  ce 
qui  a  trait  a  la  verification  des  marchandises 
recues,  la  redaction  des  demandes  de  cheque, 
etc.. 


D 'accord.  Nous  ferons  une  etude  en  vue  de  de- 
terminer le  partage  des  attributions  entre  la  di- 
rection du  personnel  et  celle  du  controleur  en  ce 
qui  a  trait  a  la  responsabilite  fonctionnelle  de  la 
paie. 


Nous  comparons  desormais  tous  les  jours  les  re- 
gistres de  caisse  recettes  des  preposes  au  courrier 
avec  ceux  du  caissier.  Nous  en  decrirons  offi- 
ciellement la  methode. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

REGIME  DE  PENSIONS  DU  CANADA 

•  II  faudrait  deposer  a  la  date  d'echeance  les 
interets  que  rapporte  le  Regime  de  pensions 
du  Canada  afin  de  maximiser  le  rendement 
des  placements  et  d  'augmenter,  de  fac/m  gene- 
rale  la  liquidite  de  ce  Fonds. 

CONTROLE  DE  L'EMISSION  DES 
CHEQUES  -  RECEVEUR  GENERAL 

•  II  faudrait  resserrer  les  controles  internes  exer- 
ces  sur  la  signature  des  cheques  et  la  garde  des 
cheques  en  blanc  dans  certains  bureaux  de 
services  afin  de  reduire  les  possibilites  de  de- 
tournements  de  fonds. 

•  II  faudrait  clarifier  la  responsabilite  de  1  'appli- 
cation des  controles  internes  au  paiement  des 
factures  des  fournisseurs  de  facon  qu'il  n'exis- 
te  aucun  malentendu  sur  l'etendue  des  verifi- 
cations a  priori  a  faire  dans  les  ministeres  ou 
les  organismes  et  celle  qui  est  effectuee  dans 
les  bureaux  regionaux  des  services  du  ministe- 
re  des  Approvisionnements  et  Services. 

•  II  faudrait  confier  a  une  unite  organisationnel- 
le  des  services  operationnels  la  tache  d  'assurer 
que  tous  les  bureaux  regionaux  des  services  du 
ministere  des  Approvisionnements  et  Services 
appliquent  de  facon  uniforme  les  methodes  de 
controle  interne. 


COMMENTAIRES  DU  MINISTERE 


Nous  avions  decele,  analyse  et  commence  a  re- 
gler  ce  probleme  avant  de  recevoir  cette 
recommandation. 


Comme  nous  l'avons  indique  dans  le  rapport, 
nous  avons  mis  au  point  et  publie  des  methodes 
detaillees  reliees  a  la  signature  et  a  la  garde  des 
cheques  en  blanc.  Nous  enjoindrons  aux  verifi- 
cateurs  internes  d'accorder  une  attention  parti- 
culiere  a  ce  probleme. 

La  direction  des  services  de  paiements  a  com- 
mence a  officialiser  les  ententes  conclues  avec 
chaque  ministere  interesse. 


La  direction  de  la  verification  de  gestion  et  le 
Bureau  des  services  de  verification  effectuent  des 
verifications  regulieres.  Cet  examen  independant 
constitue  la  meilleure  facon  d 'assurer  l'unifor- 
mite  parmi  les  divers  bureaux  des  services. 

Toutefois,  nous  avons  pris  des  mesures  pour  in- 
sister  davantage  sur  les  problemes  de  securite. 
Nous  sommes  en  voie  de  nommer  des  agents  de 
securite  dans  chaque  direction  et  bureau  des  ser- 
vices. A  l'automne,  nous  donnerons  des  cours  et 
instituerons  un  examen  permanent  des  questions 
de  securite. 


CONTROLE  DE  LA  PAIE  -  DIVISION 
CENTRALE  DE  LA  PAIE 

•  II  faudrait  etablir  une  methode  de  controle  des 
documents  dans  la  section  de  l'etablissement 
de  la  paie  de  la  direction  des  services  de  remu- 
neration en  vue  d 'assurer  l'integrite  des  en- 
trees aux  dossiers  principaux  de  la  division 
centrale  de  la  paie. 


Nous  projetons  d'etablir  immediatement  un  sys- 
leme  de  controle. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

CONTROLE  DES  ENTREES/SORTIES  DU 
TRAITEMENT  DES  DONNEES 

•  II  faudrait  etablir  des  normes  de  controle  uni- 
formes  des  systemes  informatises,  applicables 
a  l'equipement  central  et  regional  d'ordina- 
teur  qui  porteraient  sur  le  processus  de  manu- 
tention  des  donnees  a  partir  des  documents 
d 'entree  jusqu'au  produit  fini.  Ces  normes  de- 
vraient  decrire  la  marche  a  suivre  par  les  usa- 
gers,  les  criteres  a  respecter  par  les  concep- 
teurs  des  systemes  et  les  usages  a  suivre  par  les 
groupes  charges  de  faire  fonctionner  les  ordi- 
nateurs  et  de  controler  les  donnees. 


COMMENTAIRES  DU  MINISTERE 


Nous  sommes  tout  a  fait  d 'accord  qu'il  faudrait 
certainement  controler  davantage  les  entrees  au 
systeme,  ce  qui  ameliorerait  les  sorties.  Nous 
acceptons  egalement  que  le  fait  de  rapprocher  de 
l'usager  la  revision  des  donnees  contribuerait  a 
accelerer  l'entree  des  operations  sans  erreurs, 
mais  nous  ne  pouvons  pas  effectuer  complete- 
ment  ce  changement  avec  le  present  systeme,  la 
revision  finale  ne  pouvant  se  faire  qu'au  mo- 
ment oil  nous  comparons  1 'operation  avec  le 
dossier  central  principal. 

Plusieurs  projets  d'examen  des  diverses  metho- 
des  d 'entree  des  donnees  sont  actuellement  en 
cours.  Aucun  systeme  ne  peut  repondre  aux  be- 
soins  de  tous  les  ministeres.  Notre  recherche  a 
pour  objet  de  trouver  un  moyen  de  rassembler  et 
de  controler  les  donnees  d 'entree  aussi  pres  que 
possible  de  la  source,  ce  qui  elimine  une  manu- 
tention  couteuse  des  entrees. 


DOCUMENTATION 

•  On  devrait  continuer  a  s'efforcer  d'atteindre, 
quant  a  la  documentation,  un  niveau  de  quali- 
te  minimum  dans  l'interet  des  usagers  et  du 
personnel  d 'exploitation. 


COMPTABILITE  ET  FACTURATION  DU 
TRAVAIL 

•  On  devrait  envisager  d 'adopter  une  ligne  de 
conduite  uniforme,  pour  ce  qui  est  de  la  factu- 
ration  aux  ministeres  clients,  de  l'elaboration 
des  systemes  d  'informatique  afin  d'enrayer  la 
tendance  qu'ils  ont  de  demander  d 'effectuer 
de  legeres  modifications  aux  systemes  de  rap- 
ports financiers  sans  se  preoccuper  de  ce  qu'il 
en  coute  pour  le  faire. 


Nous  sommes  d 'accord  avec  cette  analyse  et  cet- 
te  recommandation.  Nous  travaillons  constam- 
ment  a  ce  probleme  a  mesure  que  nous  obtenons 
les  ressources  voulues  et  que  nous  modifions  les 
systemes;  mais,  pour  reussir  rapidement,  il  fau- 
drait envisager  des  depenses  supplementaires  de 
plusieurs  centaines  de  milliers  de  dollars.  Etant 
donne  les  moyens  restreints  dont  nous  dispo- 
sons,  nous  accordons  la  premiere  priorite  aux 
documents  les  plus  delicats. 


Cette  recommandation  est  conforme  au  principe 
de  facturer  les  services  de  rapports  financiers 
que  le  Centre  d 'application  generate  des  services 
financiers  a  adopte.  L 'amelioration  recente  du 
systeme  de  rapports  financiers  rendra  plus  faci- 
les  les  legeres  modifications  des  systemes  finan- 
ciers. Nous  poursuivrons  notre  travail  en  vue  de 
mesurer  1  'utilisation  par  le  client  et  de  recouvrer 
le  cout  des  systemes  financiers.  Nous  sommes  en 
train  d'ameliorer  le  programme  de  comptabilite 
de  l'ordinateur  en  vue  de  facturer  les  clients  se- 
lon  une  base  plus  equitable. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

CONTROLE  DES  STOCKS 

•  On  devrait  prendre  des  mesures  pour  contro- 
ler  les  stocks  des  principaux  approvisionne- 
ments  consomptibles  en  vue  d 'etablir  une 
comptabilite  des  quantites  materielles  non 
distributes. 


UTILISATION  DES  ORDINATEURS 

•  On  devrait  etablir  des  normes  d 'utilisation  et 
modifier  les  programmes  existants  en  vue  de 
produire  des  statistiques  plus  significatives  sur 
1 'utilisation  des  ordinateurs. 


VERIFICATION  INTERNE 

•  II  faudrait  reviser  completement  l'etendue  de 
la  verification  financiere  afin  d 'assurer  que 
tous  les  secteurs  importants  y  sont  assujettis  et 
que  les  verifications  aient  lieu  assez 
frequemment. 

•  La  division  de  la  verification  de  gestion  de- 
vrait faire  des  examens  reguliers  des  program- 
mes et  des  feuilles  de  travail  du  Bureau  des 
services  de  verification  pour  s 'assurer  que  l'e- 
tendue des  controles  est  conforme  aux  normes 
acceptees. 

COMITE  DE  VERIFICATION 

•  II  faudrait  etablir  un  comite  de  verification 
pour  s 'assurer  qu'on  envisage  de  donner  aux 
verifications  financieres  internes  une  etendue 
et  une  portee  suffisantes. 

BUDGETS  ET  BUDGET  PRINCIPAL  DES 
DEPENSES 

•  II  faudrait  rectifier  promptement  les  budgets 
pour  qu'ils  correspondent  aux  modifications 
autorisees  par  les  comites  de  direction  des  sec- 
teurs et  pour  que  les  comparaisons  subsequen- 
tes  avec  les  depenses  reelles  soient  plus 
significatives. 


COMMENTAIRES  DU  MINISTERE 


Nous  avons  maintenant  etabli  des  comptes  pro- 
visoires  de  stocks  et  de  livraisons  d 'approvision- 
nements  consomptibles  d'apres  des  etats  d 'utili- 
sation. Nous  prendrons  d'autres  mesures  pour 
etablir  des  methodes  de  rapports  et  de  comptabi- 
lisation  des  quantites  materielles  non 
distributes. 


Les  statistiques  d 'utilisation  des  ordinateurs 
dont  nous  disposons  maintenant  suffisent  aux 
fins  de  la  gestion  pour  l'exploitation  des  appa- 
reils.  Nous  reconnaissons  qu'il  faudrait  produire 
regulierement  des  statistiques  qui  seraient  plus 
utiles  a  des  fins  de  gestion  en  general.  La  plani- 
fication  de  la  preparation  de  ce  genre  de  don- 
nees  est  en  cours.  Nous  avons  signe  avec  le  fabri- 
cant  d 'ordinateurs  un  marche  qui  prevoit  des 
cours  de  perfectionnement  pour  nos  operateurs 
et  nos  gestionnaires. 


La  verification  financiere  et  tous  les  autres  sec- 
teurs de  controle  font  l'objet  d'une  revision  qui 
assurera  une  etendue,  une  portee  et  une  frequen- 
ce suffisantes. 

Nous  instituerons  un  examen  regulier  des  pro- 
grammes et  des  feuilles  de  travail  du  Bureau  des 
services  de  verification  en  vue  d 'assurer  que  l'e- 
tendue des  controles  est  conforme  aux  normes 
acceptees. 


Le  comite  superieur  de  gestion  assumera  le  role 
normalement  attribue  a  un  comite  de 
verification. 


Des  que  la  gestion  aura  pris  une  decision,  on 
fera  parvenir  au  conseiller  financier  des  copies 
des  minutes  enregistrees.  La  description  des  me- 
thodes actuelles  de  modification  des  budgets  est 
suffisante  et  les  rapports  mensuels  de  gestion  fi- 
nanciere comprennent  les  rectifications 
budgetaires. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

•  II  faudrait  faire  des  analyses  regulieres  des 
ecarts  entre  les  depenses  prevues  au  budget  et 
les  depenses  reelles,  a  tous  les  niveaux  admi- 
nistratifs,  d'apres  les  criteres  de  mesure  de 
rendement  qui  sont  disponibles  ou  qui  sont  en 
voie  d 'application  dans  les  secteurs  des 
services. 

RAPPORTS  FINANCIERS 

•  Les  services  operationnels  devraient  proceder 
a  la  mise  en  route  du  projet  INFORM,  syste- 
me  de  rapports  de  gestion  fonde  sur  le  cout 
des  produits,  destine  a  repondre  aux  besoins 
de  renseignements  de  tous  les  niveaux  de  la 
gestion. 

•  On  devrait  faire  une  etude  qui  permettrait  de 
determiner  la  possibility  d 'incorporer,  dans  le 
systeme  des  services  d'etats  financiers,  les  sys- 
temes  d 'information  supplemental  qui  exis- 
tent dans  les  services  de  gestion. 

•  On  devrait  faire  des  efforts  constants  en  vue 
d'ameliorer  les  methodes  de  comptabilite 
d'exercice  de  fin  de  mois  pour  que  les  rapports 
soient  plus  utiles  aux  gestionnaires  des  centres 
de  responsabilite. 

•  II  faudrait  que  les  employes  du  personnel 
charges  de  traiter  les  donnees  d 'entree  de  la 
paie  comprennent  l'incidence  que  les  retards 
de  traitement  des  donnees  de  mutations  ont 
sur  l'utilite  des  rapports  financiers  et  il  fau- 
drait tout  faire  pour  accorder  une  priorite  plus 
elevee  a  l'enregistrement  de  ces  operations. 

•  II  faudrait  etablir  des  methodes  pour  s 'assurer 
que  les  destinataires  des  rapports  provenant 
des  services  d'etats  financiers  les  examinent  et 
relevent  les  erreurs,  omissions  et  inexactitudes 
qui  s'y  seraient  glissees,  afin  qu'on  puisse  fai- 
re les  corrections  en  temps  opportun. 

•  Afin  d'ameliorer  l'a-propos  des  rapports  pro- 
venant des  services  d'etats  financiers,  on  de- 
vrait envisager  de  les  adresser  directement  du 
centre  des  donnees  aux  gestionnaires  des  cen- 
tres de  responsabilite. 


COMMENTAIRES  DU  MINISTERE 

Nous  sommes  en  train  de  rediger  les  lignes  di- 
rectrices applicables  a  la  preparation  de  rapports 
d 'ecarts  pour  tous  les  niveaux  de  la  gestion.  II  y 
aura  une  forme  officielle  de  presentation  des 
rapports  d 'ecarts  qui  parviendront  successive- 
ment  aux  niveaux  de  gestion  les  plus  eleves. 


La  mise  en  route  du  systeme  INFORM  procede 
rapidement.  Nous  pouvons  maintenant  produire 
des  rapports  de  prix  de  revient  des  produits. 
Nous  mettons  au  point  un  programme  de  traite- 
ment du  tarif  des  frais  generaux  et  de  l'ordina- 
teur.  Au  debut,  les  rapports  de  produits  parvien- 
dront a  tous  les  niveaux  de  la  gestion. 
Nous  sommes  d 'accord  qu'il  faudrait  entrepren- 
dre  une  etude  de  ce  genre,  quoiqu'il  se  fasse  deja 
une  certaine  integration  de  systemes  aux  services 
de  gestion. 

Nous  avons  prepare  et  diffuse  de  nouvelles  me- 
thodes de  comptabilite  d'exercice  pour  1975- 
1976.  Nous  organisons  des  seances  d 'informa- 
tion et  un  controle  des  resultats  afin  d'ameliorer 
la  fiabilite  et  l'utilite  de  l'information. 
D  'accord.  Nous  formerons  une  equipe  mixte  des 
secteurs  du  personnel  et  des  finances  qui  sera 
chargee  d 'etablir  des  normes  et  des  procedes  de 
controle  en  vue  d'accelerer  le  traitement  des 
donnees  d  'entree  de  la  paie. 


Nous  sommes  en  train  de  preparer  des  lignes 
directrices  qui  etablissent  des  methodes  de  con- 
ciliation des  donnees  reliees  aux  budgets  et  aux 
depenses  pour  tous  les  niveaux  de  la  gestion. 
Nous  ferons  ressortir  les  omissions,  les  erreurs  et 
les  inexactitudes. 

D 'accord.  Nous  avons  entame,  avec  les  services 
d  'etats  financiers  de  la  direction  de  la  comptabi- 
lite du  gouvernement  du  Canada,  des  pourpar- 
lers portant  sur  la  diffusion  directe  des  rapports 
financiers  a  tous  les  centres  de  responsabilite. 
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COMMISSION  CANADIENNE  DES  TRANSPORTS 

Observations  et  recommandations  en  date  du  mois  de  novembre  1974 
Commentaries  de  la  Commisssion  en  date  du  mois  de  juin  1975 


OBSERVATIONS  ET 
RECOMMANDATIONS 

ATTRIBUTIONS  FINANCIERES 

•  Certaines  attributions  financieres  sont  vagues, 
et  Ton  ne  suit  pas  les  voies  officielles  de  com- 
munication des  consignes  financieres.  De  sur- 
croit,  il  n'existe  pas  de  manuel  financier 
exhaustif. 

II  conviendrait  de  remanier  l'organigramme 
de  la  Commission,  de  facon  qu'il  y  apparaisse 
que  le  conseiller  financier  releve  du  vice-presi- 
dent (Droit). 


Le  conseiller  financier  devrait  se  hater  de  ter- 
miner le  manuel  financier  de  la  Commissison. 

COMITES  DE  GESTION 

•  La  Commission  a  un  comite  consultatif  de  di- 
rection et  un  comite  d 'exploitation,  mais  Fun 
et  l'autre  sont  demeures  inactifs.  II  y  aurait 
avantage  a  ce  qu'ils  participent  effectivement 
a  la  planification  financiere  et  a  l'examen  des 
programmes. 

La  Commission  devrait  redefinir  le  role  de 
chacun  de  ses  comites  de  gestion  et  les  mettre 
en  activite  dans  les  meilleurs  delais;  ils  de- 
vraient,  entre  autres,  etre  charges  de  fixer  les 
plans  et  les  objectifs  a  long  terme,  de  definir 
les  priorites  et  de  proceder  a  1  'examen  critique 
des  previsions  annuelles  et  du  budget  princi- 
pal des  depenses. 

PAIE 

•  Outre  qu'elle  est  chargee  de  la  classification, 
du  recrutement  et  de  la  dotation  en  personnel, 
l'administration  du  personnel  controle  l'eta- 
blissement  de  la  paie  et  distribue  les  cheques; 
ce  cumul  de  fonctions  represente  une  separa- 
tion inadequate  des  taches  et  favorise  la 
fraude. 


COMMENTAIRES  DE  LA  COMMISSION 


Pour  des  motifs  de  regie  interne,  nous  ne  rema- 
nierons  pas  notre  organigramme.  Le  conseiller 
financier  continue  d 'avoir  directement  acces  au- 
pres  du  president  et  du  vice-president  sur  les 
questions  de  gestion  financiere,  mais  il  releve 
officiellement  du  secretaire  de  la  Commission. 

Nous  prendrons  des  mesures  pour  completer  la 
redaction  du  manuel  de  gestion  financiere. 


Nous  avons  mis  ces  deux  comites  en  activite  a  la 
fin  de  1974.  Ils  assument  les  taches 
recommandees. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

Ce  sont  les  services  financiers  qui  devraient 
etre  charges  des  controles  financiers  exerces 
sur  la  paie  et  de  la  distribution  des  cheques 
directement  aux  employes  plutot  que  de  les 
retourner  a  l'administration  du  personnel. 

VERIFICATION  A  PRIORI  DES 
SUBVENTIONS 

•  L'etablissement  et  l'approbation  des  deman- 
des  de  subvention  relevent  des  divers  comites 
des  transports.  Le  conseiller  financier  qui  au- 
torise  les  paiements  en  vertu  des  articles  26  et 
27  de  la  Loi  sur  l'administration  financiere 
n'est  pas  en  mesure  d'en  verifier  de  facon  in- 
dependante  la  regularity  et  l'exactitude. 

La  Commission  devrait  etablir  au  sein  des 
services  financiers  un  groupe  autonome  qui 
serait  appele  a  faire  la  verification  a  priori  des 
subventions. 

DELEGATION  DES  POUVOIRS 
FINANCIERS 

•  La  delegation  actuelle  des  pouvoirs  est  peri- 
mee  et  ne  tient  pas  suffisamment  compte  des 
attributions  financieres  du  personnel  supe- 
rieur  d 'exploitation.  L 'agent  financier  en  chef 
exerce  done  pour  la  meme  operation  le  pou- 
voir  de  depenser  et  celui  de  payer. 

La  Commission  devrait  rediger  des  que  possi- 
ble un  nouveau  document  de  delegation  qui 
donnerait  aux  gestionnaires  des  centres  de  res- 
ponsabilite  le  pouvoir  de  depenser,  prevu  a 
1 'article  27  de  la  Loi  sur  l'administration  fi- 
nanciere, et  laisserait  aux  services  financiers  le 
pouvoir  de  payer,  prevu  a  l'article  26.  En  plus 
du  nouveau  document  de  delegation,  la  Com- 
misssion  devrait  instaurer  un  systeme  de  car- 
tes de  specimen  de  signature  et  tenir  celles-ci  a 
jour. 

COMPTES  A  RECEVOIR 

•  Dans  certains  cas,  la  Commission  a  le  droit  de 
recouvrer  une  partie  des  subventions  qu'elle  a 
versees;  ces  rentrees  ne  sont  pas  spumises  a 
des  systemes  de  controle  financiers  suffisants. 


COMMENTAIRES  DE  LA  COMMISSION 

Conformement  a  cette  recommandation  et  a  la 
circulaire  no  1975-29  du  Conseil  du  tresor,  nous 
transfererons  le  controle  et  la  distribution  des 
cheques  de  paie  aux  services  financiers. 


D 'accord,  mais  il  en  resulterait  un  double  em- 
ploi.  Nous  confierons  done  la  verification  a  des 
verificateurs  internes  qui  feront  rapport  de  ces 
questions  au  conseiller  financier. 


Nous  avons  commence  il  y  a  un  bon  moment  la 
redaction  du  nouveau  document  de  delegation; 
il  devrait  paraitre  au  plus  tard  le  30  juin  1975. 


Nous  acceptons  la  recommandation;  e'est  le  per- 
sonnel actuel  qui  y  donnera  suite,  avec  l'aide  du 
groupe  de  la  verification  interne  que  nous  met- 
trons  sur  pied  sous  peu. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

CAISSE  DES  PASSAGES  A  NIVEAU 

•  Les  sommes  prevues  au  Budget  des  depenses 
et  virees  en  cours  d'exercice  a  la  Caisse  des 
passages  a  niveau  ne  representent  pas  les  pre- 
visions des  sommes  requises  pour  acquitter  les 
engagements  de  la  Caisse  pendant  l'annee. 

Au  lieu  de  crediter  la  caisse  des  passages  a 
niveau  d'une  somme  annuelle  fixe,  la  Com- 
mission devrait  chaque  annee  lui  affecter  un 
credit  qui  correspondrait  aux  depenses  pre- 
vues pour  l'exercice  suivant  et  dont  le  solde 
deviendrait  perime  a  la  fin  de  l'annee. 

COMMANDE  SUBSEQUENTE  A  UNE 
OFFRE  PERMANENTE 

•  Le  controle  des  commandes  subsequentes  a 
des  offres  permanentes,  auxquelles  le  ministe- 
re  des  Approvisionnements  et  Services  proce- 
de  pour  certains  biens  et  fournitures  presente 
des  lacunes  qui  pourraient  entrainer  des  com- 
mandes non  autorisees  ou  frauduleuses. 

La  Commission  devrait  exercer  un  etroit  con- 
trole materiel  sur  la  formule  de  commande 
subsequente  a  une  ofFre  permanente  du  minis- 
tere  des  Approvisionnements  et  Services,  qui 
ne  devrait  etre  employee  qu'avec  l'assenti- 
ment  des  delegataires  du  pouvoir  de  depenser, 
en  vertu  de  l'article  27  de  la  Loi  sur  l'adminis- 
tration  financiere. 

VERIFICATION  INTERNE 

•  A  l'heure  actuelle,  la  Commission  ne  fait  pas 
de  verification  interne;  elle  ne  peut  done  pas 
faire  d'examen  independant  des  divers  syste- 
mes  et  methodes  en  usage. 

La  Commission  devrait  soumettre  reguliere- 
ment  ses  operations  a  une  verification  interne 
exhaustive. 

STRUCTURE  PAR  ACTIVITE 

•  La  structure  par  activite  qui  figure  dans  le 
budget  principal  des  depenses  est  incompati- 
ble avec  la  structure  des  rapports  destines  a  la 
gestion  et  peut  nuire  a  la  comprehension  et  au 
controle  parlementaire. 


COMMENTAIRES  DE  LA  COMMISSION 


Nous  etudierons  1 'incidence  de  cette  recomman- 
dation  assez  tot  pour  que  les  changements  even- 
tuellement  convenus  se  refletent  dans  le  budget 
principal  des  depenses  de  1976-1977. 


Cette  recommandation  a  ete  suivie. 


Nous  allons  former  un  groupe  de  verification 
interne  dont  les  postes  seront  dotes  en  personnel 
en  1975-1976. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

La  Commission  devrait  redefinir  sa  structure 
par  activite  de  facpn  a  faire  correspondre  une 
activite  majeure  a  chacun  de  ses  comites.  Les 
depenses  administratives  qui  ne  sont  pas  di- 
rectement  imputables  aux  comites  devraient 
etre  imputees  a  une  activite  distincte. 

PREPARATION  DU  BUDGET 

•  Actuellement,  les  budgets  proviennent  des  di- 
vers centres  de  responsabilite  et  sont  regrou- 
pes  a  chaque  palier  jusqu'a  la  haute  direction, 
sans  que  celle-ci  ait  au  prealable  fait  part  de 
ses  plans,  objectifs  et  priorites  en  matiere  d'u- 
tilisation  des  ressources. 

La  haute  direction  devrait  etablir  chaque  an- 
nee  ses  plans  et  objectifs  et  les  communiquer 
aux  gestionnaires  des  centres  de  responsabilite 
avant  qu'ils  ne  preparent  leurs  budgets. 

PROVISIONS  POUR  SALAIRES 

•  La  Commission  n 'arrive  pas  a  utiliser  toutes 
ses  annees-hommes  autorisees.  Par  conse- 
quent, dans  le  budget,  les  provisions  pour  sa- 
laries sont  gonflees  et  ne  correspondent  pas  a 
la  realite. 

La  Commission  devrait  fonder  ses  demandes 
de  provisions  pour  salaires  sur  l'utilisation 
prevue  et  non  sur  le  maximum  autorise  de  ses 
annees-hommes. 


COMMENTAIRES  DE  LA  COMMISSION 

Nous  modifierons  notre  structure  par  activite 
conformement  a  la  recommandation.  La  nouvel- 
le  structure  devrait  etre  en  place  le  ler  avril 
1976. 


Le  comite  consultatif  de  la  direction,  que  nous 
avons  recemment  mis  en  activite,  donnera  suite 
a  cette  recommandation. 


Nous  acceptons  la  recommandation  et  sommes 
en  train  d  'en  fixer  les  modalites  d  'application. 


EXAMEN  ET  ANALYSE  DU  BUDGET 

•  La  haute  direction  ne  fait  ni  ne  fait  faire  pe- 
riodiquement  l'examen  et  l'analyse  des  ecarts 
entre  les  depenses  prevues  et  les  depenses  reel- 
les  des  gestionnaires  des  centres  de 
responsabilite. 

Les  services  financiers  devraient,  de  concert 
avec  les  gestionnaires  des  centres  de  responsa- 
bilite, analyser  les  rapports  financiers  men- 
suels  destines  a  la  gestion  et  faire  rapport  a  la 
haute  direction  des  ecarts  qu  'ils  ont  constates. 

CONTROLE  DES  AFFECTATIONS 

•  Le  budget  de  chaque  centre  de  responsabilite 
est  considere  comme  une  sous-affectation  des 
affectations  approuvees  par  le  Conseil  du  tre- 
sor.  Les  virements  d'une  sous-affectation  a 
une  autre  ne  sont  pas  tous  communiques  aux 
centres  de  responsabilite  et  ne  figurent  pas 
dans  leurs  rapports  financiers. 


Nous   donnons   immediatement   suite   a   cette 
recommandation. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

La  Commission  devrait  mettre  en  place  un 
mecanisme  destine  a  informer  les  gestionnai- 
res,  des  virements  de  sous-affectations  qui  ont 
un  effet  sur  les  budgets  des  centres  de  respon- 
sabilite  concernes.  Ces  changements  devraient 
egalement  se  refleter  dans  les  donnees  budge- 
taires  des  rapports  financiers  destines  a  la 
gestion. 

CONTROLE  DES  ENGAGEMENTS 

•  Sauf  dans  le  cas  de  la  caisse  des  passages  a 
niveau,  il  n'existe  pas  de  comptabilite  des  en- 
gagements qui  permette  de  certifier,  pour  cha- 
que  demande  de  paiement,«...qu'il  existe...  un 
solde  disponible  non  greve  sufflsant...»  comme 
l'exige  l'article  25  de  la  Loi  sur  l'administra- 
tion  financiere. 

La  Commission  devrait  mettre  sur  pied  un 
systeme  pour  les  engagements  qui  s 'applique- 
rait  aux  marches  de  service  professionnel,  aux 
locations  et  aux  autres  postes  semblables. 

MODIFICATIONS  AUX  SYSTEMES 
COMPTABLES 

•  Le  ministere  des  Approvisionnements  et  Ser- 
vices fournit  des  rapports  financiers  mensuels 
prepares  selon  les  normes  fixees  par  la  Com- 
mission. Pour  etre  valables,  les  donnees  de 
sorties  provenant  de  ces  systemes  doivent  etre 
preparees  conformement  aux  methodes  ap- 
prouvees.  Des  personnes  non  autorisees  peu- 
vent  modifier  ces  normes  et  l'ont  deja  fait. 

La  Commission  devrait  designer  certaines 
personnes  a  un  niveau  superieur,  parmi  le 
personnel  comptable,  qui  effectueraient  les 
modifications  aux  rapports  financiers,  et  elle 
devrait  donner  instruction  au  ministere  des 
Approvisionnements  et  Services  de  n  'accepter 
de  changements  que  de  ces  personnes. 

UTILISATION  DES  ANNEES-HOMMES 

•  Les  donnees  sur  1 'utilisation  des  annees-hom- 
mes  sont  compilees  a  la  main  et  n'entrent  pas 
dans  le  systeme  actuel  d 'information  de  la 
gestion. 

La  Commission  devrait  faire  entrer  ses  don- 
nees sur  l'utilisation  de  ses  annees-hommes 
dans  le  systeme  d 'information  de  la  gestion 
mis  au  point  par  le  ministere  des  Approvi- 
sionnements et  Services. 


COMMENTAIRES  DE  LA  COMMISSION 

Cette  recommandation  sera  mise  en  application 
pour  l'exercice  financier  1975-1976. 


Cette  recommandation  sera  mise  en  application 
pour  l'exercice  financier  1975-1976. 


Cette  recommandation  a  ete  suivie. 


Nous  etudierons  la  possibility  de  donner  suite  a 
cette  recommandation. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

DESCRIPTION  DU  SYSTEME  DE 
COMPTABILITE 

•  Le  systeme  de  comptabilite  de  la  Commission 
n'est  ni  decrit  completement  ni  represents  sur 
un  graphique  d'acheminement;  les  usages  ne 
peuvent  done  pas  comprendre  le  chemine- 
ment  de  l'information. 

Les  Services  financiers  devraient  dresser  une 
description  officielle  et  documenter  le  systeme 
de  comptabilite  de  la  Commission  et  l'inclure 
dans  le  manuel  financier  de  la  Commission. 

CODES/CHIFFRES  DTNTERCLASSEMENT 

•  Les  codes  d'interclassement  sont  un  bon 
moyen  de  reduire  les  erreurs  d 'entree  des  sys- 
temes  de  comptabilite,  mais  la  Commission  ne 
les  emploie  pas. 

Les  services  financiers  devraient  utiliser  les 
codes  d'interclassement  afin  d'ameliorer  le 
traitement  des  donnees  sur  les  depenses. 


COMMENTAIRES  DE  LA  COMMISSION 


D 'accord.  Nous  sommes  en  voie  de  terminer  le 
manuel  de  gestion  financiere. 


Nous  etudierons  la  possibility  de  mettre  ces  co- 
des en  usage  lorsque  nous  modifierons  notre 
structure  par  activite. 
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COMMISSION  D'ASSURANCE-CHOMAGE 


Observations  et  recommandations  en  date  du  mois  de  juillet  1975 
Commentaires  de  la  Commission  en  date  du  mois  de  juillet  1975 


OBSERVATIONS  ET 
RECOMMANDATIONS 

ORGANISATION  DES  FINANCES  ET  DE 
LA  COMPTABILITE 

•  En  avril  1975,  a  la  suite  de  modifications  dans 
Forganisation  de  la  Commission,  on  a  attri- 
bue  de  nouvelles  responsabilites  au  poste  d'a- 
gent  financier  designe. 

La  Commission  devrait  veiller  de  pres  a  ce 
que  les  vastes  responsabilites  confiees  au  di- 
recteur  executif  des  services  ne  nuisent  pas  a 
Fefficacite  avec  laquelle  le  service  financier  de 
la  Commission  fonctionne  actuellement. 


•  II  serait  bon  que  les  descriptions  de  taches 
exposent  clairement  les  fonctions  de  direction 
qui  incombent  aux  agents  superieurs  des  fi- 
nances, de  sorte  que  les  changements  qui  sur- 
viennent  au  sein  du  personnel  n'entrainent 
pas  de  modifications  des  relations  au  travail. 

CONTROLE  FINANCIER  DES  REVENUS 
ET  DES  DEPENSES 

•  II  faudrait  decrire  et  expliquer  en  detail  les 
methodes  de  comptabilite  et  de  travail  de  bu- 
reau en  vigueur  au  bureau  principal,  pour  que 
les  agents  superieurs  des  finances  puissent  en- 
suite  les  evaluer  et  en  determiner  Fefficacite. 

•  Les  commis  des  services  financiers  concilient 
divers  comptes  financiers,  comme  le  registre 
des  depots  de  caisse  de  la  Commission,  a  ceux 
du  ministere  des  Approvisionnements  et  Ser- 
vices. Ces  conciliations  ne  sont  vraisemblable- 
ment  pas  revues  ou  approuvees  par  des  agents 
superieurs  des  finances  du  bureau  principal. 


COMMENTAIRES  DE  LA  COMMISSION 


Dans  l'optique  d'une  decentralisation  accrue  en 
faveur  des  regions,  la  Commission,  a  la  suite 
d'une  etude  intensive  de  Forganisation,  a  appor- 
te  un  certain  nombre  de  changements  a  son  or- 
ganisation. Ainsi,  en  raison  du  regroupement 
d'un  certain  nombre  de  fonctions,  le  directeur 
executif  des  services  assume  la  responsabilite  des 
ressources  humaines  et  financieres.  La  Commis- 
sion est  d'avis  que  ce  changement  accroitra  son 
efficacite  et  son  rendement. 
Nous  modifierons  les  descriptions  de  postes  de 
fac,on  a  ce  qu'elles  decrivent  plus  clairement  les 
responsabilites  administratives  courantes. 


Ce  travail  est  en  preparation  et  devrait  etre  ter- 
mine  d'ici  le  31  decembre  1975. 
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II  y  aurait  lieu  de  mettre  au  point  une  metho- 
de  de  revision  qui  garantirait  que  les  concilia- 
tions soient  verifiees  par  des  agents  superieurs 
des  finances  d'un  niveau  approprie  et  que  l'e- 
vidence  de  cette  revision  soit  apportee. 

•  II  y  aurait  avantage  a  ce  que  les  agents  supe- 
rieurs des  finances  etablissent  et  fournissent, 
aux  commis  des  services  financiers,  un  modele 
des  conciliations  les  plus  importantes  et  une 
liste  de  controle  des  conciliations  a  etre 
preparees. 

•  La  Commission  devrait  s 'assurer  qu'elle  se 
conforme  a  sa  politique  de  concilier  a  tous  les 
mois  ses  soldes  en  caisse  avec  les  registres  du 
ministere  des  Approvisionnements  et  Services. 

•  La  Commission  devrait  concilier  periodique- 
ment  le  solde  de  ses  mandats  de  prestation  en 
circulation  avec  les  chiffres  fournis  par  le  mi- 
nistere des  Approvisionnements  et  Services. 

•  Le  personnel  financier  du  bureau  principal 
devrait  se  procurer  et  verifier  les  analyses  pe- 
riodiques,  ventilees  par  classe  d  'age,  des  man- 
dats de  prestation  en  circulation  que  fournit  le 
ministere  des  Approvisionnements  et  Services. 

•  Les  controles  par  comptes-d  'ordre  que  tien- 
nent  les  regions  a  l'egard  des  comptes  a  rece- 
voir,  au  litre  de  prestations  payees  en  trop,  ne 
sont  pas  incorpores  dans  le  grand  livre  et,  aux 
fins  du  grand  livre  et  de  l'etat  financier,  les 
paiements  en  trop  sont  inscrits  selon  la  comp- 
tabilite  de  caisse  seulement  lorsqu'ils  sont 
recouvres. 

II  faudrait  inscrire  aux  comptes  de  controle  du 
grand  livre,  par  region,  les  prestations  payees 
en  trop  et  les  operations  y  afferentes. 

•  Le  fichier  principal  des  prestations  et  des 
paiements  en  trop  et  les  fichiers  mecanogra- 
phiques  des  sommes  a  recouvrer  comprennent 
respectivement  des  registres  auxiliaires  des 
prestations  versees  et  des  registres  auxiliaires 
des  paiements  en  trop  a  recouvrer.  Certains 
genres  d 'operations  sont  inscrits  au  grand  li- 
vre sans  1  'etre  aux  registres  auxiliaires;  au  ni- 
veau regional,  d  'autres  genres  sont  assujettis  a 
des  periodes  divergentes  et  certaines  opera- 
tions sont  enregistrees  selon  la  comptabilite  a 
partie  simple. 


COMMENTAIRES  DE  LA  COMMISSION 

Nous  allons  mettre  en  vigueur  une  methode 
d 'approbation  officielle. 


Nous  allons  mettre  au  point  des  methodes  de 
conciliation. 


Nous  allons  adopter  des  methodes  de  controle  a 
cette  fin. 


A  la  conciliation  annuelle  viendront  s'ajouter 
des  conciliations  trimestrielles  des  mandats  de 
prestation  en  circulation. 

Ce  sont  le  groupe  des  systemes  et  les  preposes  au 
controle  des  prestations  de  la  Commisssion  qui 
examinent  les  mandats  de  prestation  en  circula- 
tion. A  ce  controle  s'ajoutera  une  revue  periodi- 
que  qui  sera  effectuee  par  le  personnel  financier. 


Nous  allons  entreprendre  une  etude  qui  portera 
a  la  fois  sur  les  systemes  et  sur  l'incidence  fi- 
nancier de  cette  recommandation. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

II  y  aurait  lieu  de  modifier  les  pratiques  de 
comptabilite  financiere  de  la  Commission  de 
fa^on  a  ce  qu'il  soit  possible  de  consigner  au 
cours  de  l'annee  toutes  les  operations  compta- 
bles  inscrites  dans  le  fichier  principal  des  pres- 
tations et  des  paiements  en  trop,  et  d'instituer 
une  methode  de  point  d 'arret  des  comptes  en 
fin  de  mois. 

•  II  y  aurait  lieu  de  concilier  chaque  mois  le 
compte  des  prestations  versees  du  grand  livre 
de  la  Commission  avec  le  fichier  principal  des 
prestations  et  des  paiements  en  trop. 

•  Les  livres  de  la  Commission  devraient  com- 
prendre  des  comptes  de  controle  portant  sur 
les  avances  consenties  aux  employes,  et  ces 
comptes  devraient  etre  concilies  periodique- 
ment  avec  le  registre  auxiliaire. 

•  La  Commission  devrait  s 'assurer  que  les  ges- 
tionnaires  superieurs  des  centres  de  paie  re- 
gionaux  controlent  la  conciliation  des  princi- 
paux  imprimes  d'ordinateur. 

•  Le  manuel  financier  de  la  Commission  devrait 
contenir  des  instructions  a  l'egard  de  la  paie, 
instructions  qui  s'appliqueraient  a  1 'ensemble 
de  la  Commission  mais  qui  pourraient  egale- 
ment  etre  adaptees  selon  les  besoins  des 
regions. 

RAPPORTS  FINANCIERS 

•  Les  rajustements  negligeables  de  la  periode 
precedente  devraient  figurer  dans  l'etat  des 
revenus  et  des  depenses  de  la  Commission.  Si 
la  methode  actuelle  reste  en  vigueur,  il  fau- 
drait  rectifier  l'etat  comparatif  de  fac/m  a  ce 
qu'il  rende  compte  des  rajustements. 

•  L'etat  du  deficit  devrait  comprendre  des  chif- 
fres  d  'ordre  comparatif. 

•  Les  notes  qui  accompagnent  les  etats  finan- 
ciers devraient  rendre  compte  en  detail  des 
changements  apportes  aux  comptes  a  recevoir 
a  la  suite  de  paiements  en  trop  de  prestation 
ainsi  que  du  calcul  de  la  somme  susceptible 
d'etre  remboursee  par  le  gouvernement  du 
Canada. 


COMMENTAIRES  DE  LA  COMMISSION 


Nous  allons  entreprendre  une  etude  qui  portera 
a  la  fois  sur  les  systemes  et  sur  les  implications 
financieres  de  cette  recommandation. 


La  suite  qu'on  donnera  a  cette  recommandation 
sera  fonction  des  resultats  de  l'etude  annoncee 
ci-dessus. 

Nous  prendrons  les  mesures  necessaires  pour  ga- 
rantir  le  respect  du  reglement  exigeant  la  tenue 
de  comptes  de  controle  a  l'egard  des  avances 
consenties  aux  employes. 

Nous  allons  mettre  en  vigueur  des  methodes 
d 'approbation  officielles. 


Ces  instructions  viendront  s'ajouter  au  manuel 
financier  de  la  Commission. 


Cette  question  est  l'une  de  celles  qui  feront  l'ob- 
jet  d'une  etude  des  methodes  de  comptabilite 
qu'effectueront  conjointement  des  representants 
du  Bureau  de  l'Auditeur  general  et  de  la 
Commission. 

Voir  ci-dessus. 

Voir  ci-dessus. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

PERSONNEL  DE  GESTION  FINANCIERE 

•  La  vive  croissance  des  exploitations  de  la 
Commission,  combinee  a  l'augmentation  rela- 
tivement  limitee  en  nombre  et  en  qualifica- 
tions du  personnel  financier  ainsi  qu'a  la  com- 
plexity croissante  de  la  fonction  financiere  au 
sein  du  gouvernement,  fait  que  la  fonction 
financiere  a  la  Commission  n'est  pas  suffi- 
samment  forte. 

•  La  Commission  devrait  veiller  a  disposer  d'un 
personnel  financier  competent,  en  nombre 
suffisant  pour  remedier  aux  faiblesses  du  sys- 
teme  actuel  de  gestion  et  de  controle  finan- 
ciers, selon  les  indications  du  present  rapport. 


Le  titre  officiel  de  la  division  chargee  de  la 
fonction  financiere  est  'Division  du  service 
des  finances  et  de  l'administration'.  Cepen- 
dant,  par  ecrit  ou  verbalement,  on  parle  pres- 
que  toujours  de  la  division  de  l'administra- 
tion, ce  qui  ne  tient  aucun  compte  de  l'impor- 
tance  primordiale  de  la  fonction  financiere. 

On  devrait  insister  sur  le  titre  complet  de  la 
division  du  service  des  finances  et  de 
l'administration. 
•  La  Commission  devrait  etablir  le  poste  de  di- 
recteur  general  du  service  des  finances  et  de 
l'administration,  qu'elle  confierait  a  une  per- 
sonne  possedant  les  competences  voulues  en 
gestion  financiere.  Un  autre  poste  nouvelle- 
ment  etabli,  celui  de  directeur  des  finances, 
devrait  avoir  pour  titulaire  un  expert-compta- 
ble  experimente. 


COMMENTAIRES  DE  LA  COMMISSION 


La  fonction  financiere,  a  la  Commission,  fait 
l'objet  d'une  etude  intensive  qui  debouchera  sur 
une  reorganisation.  Un  premier  pas  a  ete  fait 
avec  l'etablissement  du  poste  de  directeur  execu- 
tif  dont  la  principale  responsabilite  consiste  a 
presider  le  Comite  du  budget,  nouvellement  eta- 
bli, et  a  garder  une  vue  d 'ensemble  de  la  gestion 
des  finances  a  la  Commission. 


Nous  donnerons  suite  a  la  recommandation  en 
1975-1976. 

La  fonction  financiere  a  la  Commission  fait  ac- 
tuellement  l'objet  d'un  examen  approfondi  qui 
debouchera  sur  une  reorganisation.  Un  premier 
pas  a  ete  franchi  avec  la  creation  du  poste  de 
directeur  executif  dont  la  principale  responsabi- 
lite consiste  a  presider  le  Comite  du  budget,  nou- 
vellement etabli,  et  a  garder  une  vue  d 'ensemble 
de  la  gestion  des  finances  a  la  Commission. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

FORMATION  ET  PERFECTIONNEMENT 

•  Les  commis  formant  le  personnel  de  soutien 
des  directions  et  divisions  recoivent  une  for- 
mation financiere  en  groupe.  Cependant,  les 
agents  superieurs  des  finances  ne  suivent  pas 
les  besoins  particuliers  de  formation  de  cha- 
que  personne  en  la  matiere. 

On  devrait  confier  aux  conseillers  en  gestion 
financiere  la  responsabilite  de  veiller  a  ce 
qu'une  formation  satisfaisante  soit  donnee  au 
personnel  de  soutien  financier  des  directions 
et  divisions. 

•  Les  conseillers  en  gestion  financiere  devraient 
participer  a  l'examen  du  rendement  du  per- 
sonnel accomplissant  des  fonctions  financieres 
dans  les  directions  et  divisions. 

DESIGNATION  DES  CENTRES  DE 
RESPONSABILITE 

•  Un  grand  nombre  des  centres  de  responsabili- 
te enumeres  dans  le  manuel  des  methodes  sont 
en  fait  des  centres  de  couts,  en  ce  sens  qu'ils 
n'ont  pas  la  maitrise  de  leurs  propres  budgets. 

II  faudrait  revoir  la  structure  des  codages  fi- 
nanciers afin  d'etablir  une  distinction  entre  les 
centres  de  couts  et  les  centres  de 
responsabilite. 

•  Ces  dernieres  annees,  le  nombre  de  centres  de 
responsabilite  a  proprement  parler  a  nette- 
ment  augmente  a  la  Commission.  Une  delega- 
tion excessive  des  responsabilites  budgetaires 
tend  a  limiter  exagerement  la  marge  de  ma- 
noeuvre financiere  sans  offrir  d'avantages 
compensatoires  reels. 

La  Commission  devrait  etablir  des  politiques 
regissant  la  mesure  dans  laquelle  les  responsa- 
bilites budgetaires  peuvent  etre  deleguees. 


COMMENTAIRES  DE  LA  COMMISSION 


Nous  donnerons  suite  a  la  recommandation  en 
1975-1976. 


Cette  recommandation  sera  appliquee  lors  des 
prochains  examens  du  rendement. 


Nous  donnerons  suite  a  la  recommandation  au 
debut  de  1  'annee  financiere  1 976- 1977. 


Nous  etablirons  ces  principes  et  les  mettrons  en 
oeuvre  au  debut  de  l'annee  financiere  1976- 
1977,  puis  nous  examinerons  le  nombre  de  cen- 
tres de  responsabilite  et  l'etendue  des  pouvoirs 
delegues. 


COMMUNICATION  DES  REGLES 
FINANCIERES 

•   La  Commission  devrait  elaborer  des  que  pos- 
sible un  manuel  financier  complet. 


Nous  travaillons  presentement  a  ce  manuel  fi- 
nancier, qui  devrait  etre  acheve  dans  le  courant 
de  1975-1976. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

On  devrait  instaurer  un  systeme  de  numerota- 
ge  qui  faciliterait  le  controle  et  la  communica- 
tion des  conseils,  explications  et  instructions 
financiers  publies  par  la  division  du  service 
des  finances  et  de  l'administration  a  l'inten- 
tion  des  divers  services  de  la  Commission. 


COMMENTAIRES  DE  LA  COMMISSION 

Nous  donnerons  suite  a   la  recommandation 
dans  le  courant  de  1975-1976. 


DIVISION  DES  FONCTIONS 
FINANCIERES  CONCERNANT  LE  FONDS 
RENOUVELABLE 

•  Le  conseiller  en  gestion  financiere  aupres  de  la 
direction  du  perfectionnement  dirige  un  per- 
sonnel d 'environ  30  personnes  chargees  du 
controle  financier,  d'une  part,  d'un  important 
fonds  renouvelable  (celui  du  bureau  de  perfec- 
tionnement et  de  la  formation  du  personnel) 
et,  d  'autre  part,  d  'une  importante  fraction  des 
credits  de  la  Commission,  notamment  ceux 
des  cours  de  langue.  En  outre,  ces  personnes 
doivent  tenir  certains  des  registres  comptables 
du  fonds  renouvelable. 

La  large  participation  du  conseiller  en  gestion 
financiere  de  la  direction  generate  du  perfec- 
tionnement l'empeche  de  remplir  pleinement, 
a  l'heure  actuelle,  son  important  role  consulta- 
tif.  La  centralisation  des  responsabilitees  ope- 
rationnelles  ameliorerait  ces  dernieres  et  per- 
mettrait  de  concentrer  les  competences 
correspondantes. 

Sauf  en  ce  qui  concerne  le  conseiller  en  ges- 
tion financiere  et  son  personnel  immediat  de 
soutien,  le  personnel  financier  actuellement 
detache  aupres  de  la  direction  generate  du 
perfectionnement  devrait  etre  transfere  aux 
services  financiers  (division  du  service  des  fi- 
nances et  de  l'administration). 

•  Le  controle  du  fonds  renouvelable  et  des  regis- 
tres financiers  des  credits  par  les  memes  per- 
sonnes risque  d'entrainer  une  affectation  des 
coiits,  qui  tiendrait  trop  compte  de  la  disponi- 
bilite  de  fonds. 

Les  registres  financiers  du  fonds  renouvelable 
du  bureau  du  perfectionnement  et  de  la  for- 
mation du  personnel  devraient  etre  tenus  par 
une  equipe  distincte  au  sein  des  services 
financiers. 


Nous  acceptons  de  dissocier  la  gestion  du  fonds 
renouvelable  et  l'affectation  de  credits  et  une 
etude  d  'organisation  est  en  cours. 


Nous  acceptons  de  dissocier  la  gestion  du  fonds 
renouvelable  et  l'affectation  de  credits  et  une 
etude  d  'organisation  est  en  cours. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

ATTRIBUTIONS  DES  POUVOIRS 
FINANCIERS 

•  La  delegation  du  pouvoir  de  payer,  en  appli- 
cation de  l'article  26  de  la  Loi  sur  1 'ad minis- 
tration financiere,  pour  l'autorisation  des  de- 
penses  imputees  aux  credits  par  des  pieces  de 
journal,  devrait  etre  limitee  aux  agents  supe- 
rieurs  des  finances. 

•  On  devrait  mettre  au  point  et  decrire  au  ma- 
nuel  financier  des  politiques  et  methodes  per- 
mettant  de  verifier  periodiquement  les  delega- 
tions des  pouvoirs  de  signature,  afin  de  veiller 
a  la  suffisance  des  controles  et  a  la  tenue  a  jour 
des  cartes  specimen  de  signatures. 

•  En  application  des  recommandations  d'un 
rapport  de  la  direction  de  la  politique  admi- 
nistrative, Secretariat  du  Conseil  du  tresor,  la 
Commission  a  delegue  en  1974  aux  centres  de 
responsabilite  le  pouvoir  de  delivrer  les  certi- 
ficats  d 'engagement,  aux  termes  de  l'article  25 
de  la  Loi  sur  l'administration  financiere.  Ac- 
tuellement,  environ  225  services  sont  recon- 
nus  comme  des  centres  de  responsabilite  a  la 
Commission.  Le  pouvoir  de  payer  aux  termes 
de  l'article  26  de  la  Loi  est  actuellement  exer- 
ce  au  niveau  de  Conseiller  en  gestion  finan- 
ciere. On  souffre  d'un  manque  de  personnel 
qualifie  et  de  documents  financiers  siirs  pour 
effectuer  les  taches  aux  niveaux  fixes 
actuellement. 

Pour  les  achats  faits  dans  la  region  de  la  capi- 
tale,  l'autorisation  des  certificats  d 'engage- 
ment et  le  pouvoir  de  payer  prevus  par  les 
articles  25  et  26  de  la  Loi  sur  l'administration 
financiere  devraient  etre  transferes  aux  ser- 
vices financiers  (division  du  service  des  fi- 
nances et  de  l'administration). 


COMMENTAIRES  DE  LA  COMMISSION 


Nous  donnerons  suite  a   la 
dans  le  courant  de  1 975- 1 976. 


recommandation 


Nous  donnerons  suite  a  la 
dans  le  courant  de  1 975- 1 976. 


recommandation 


Cette  recommandation  fera  l'objet  de  plus  am- 
ples  discussions. 


215 


OBSERVATIONS  ET 
RECOMMANDATIONS 

VERIFICATION  A  PRIORI 

•  Toujours  a  la  suite  de  1  'etude  faite  en  1 974  par 
la  direction  de  la  politique  administrative,  Se- 
cretariat du  Conseil  du  tresor  la  verification  a 
priori  a  ete  deleguee  aux  centres  de  responsa- 
bilite.  L 'execution  des  responsabilites  prevues 
par  l'article  26  de  la  Loi  sur  l'administration 
financiere  depend  plus  d'une  bonne  verifica- 
tion a  priori  que  les  taches  prevues  par  l'arti- 
cle 27.  En  outre,  le  systeme  actuel  ne  permet 
pas  une  independance  suffisante  dans  l'execu- 
tion  des  verifications  a  priori. 

Concernant  les  achats  dans  la  region  de  la 
capitale,  la  verification  a  priori  devrait  etre 
retransferee  aux  services  financiers  (division 
du  service  des  finances  et  de  l'administration). 

•  Les  methodes  actuelles  de  controle  de  la  quali- 
te  (verification  des  methodes  et  des  opera- 
tions) devraient  etre  remplacees  par  des  veri- 
fications par  sondage  faites  par  le  groupe  de  la 
verification  interne. 

•  L 'execution  de  la  verification  a  priori  est  indi- 
quee  par  les  initiales  du  commis  sur  la  facture 
du  fournisseur.  On  ne  peut  pas  savoir  si  tous 
les  sondages  exiges  ont  ete  effectues  ni  s'ils 
l'ont  ete  par  un  certain  nombre  de  personnes 
ou  seulement  celle  dont  les  initiales  sont 
apposees. 

Toutes  les  personnes  participant  a  la  verifica- 
tion des  paiements  devraient  apposer  leurs 
initiales  sur  les  documents  correspondants 
afin  d'indiquer  leur  responsabilite  pour  veri- 
fications faites. 

CONTROLE  COMPTABLE  INTERNE 

•  II  n'existe  aucune  methode  ecrite  de  mise  en 
lots  et  de  controle  des  documents  envoyes  a 
l'ordinateur  du  ministere  des  Approvisionne- 
ments  et  Services  ou  au  centre  de  gestion  de 
1 'information  de  la  Commission.  Les  totaux 
des  sorties  ne  sont  pas  compares  a  ceux  des 
entrees  sauf  lorsqu 'on  constate  une  difficulte  a 
concilier. 


COMMENTAIRES  DE  LA  COMMISSION 


Cette  recommandation  fera  l'objet  de  plus  am- 
ples  discussions. 


Nous  donnerons  suite  a  la  recommandation  des 
que  nous  aurons  forme  un  groupe  de  verification 
interne  dans  le  courant  de  1976-1977. 


Nous  donnerons  suite  a  la  recommandation 
dans  le  courant  de  1 975- 1 976. 
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On  devrait  mettre  au  point  des  regies  ecrites, 
qui  seraient  incorporees  au  manuel  financier, 
en  matiere  de  traitement  et  de  controle  des 
lots  des  documents  envoyes  au  ministere  des 
Approvisionnements  et  Services  ainsi  qu'au 
systeme  interne  de  traitement  des  donnees. 

•  Le  ministere  des  Approvisionnements  et  Ser- 
vices ne  verifie  que  les  pouvoirs  decoulant  de 
1 'article  26;  il  n'y  a  pas  de  methode  prevue,  a 
la  Commission  de  la  Fonction  publique,  pour 
verifier  la  regularity  des  pouvoirs  de  depenser 
et  de  payer  avant  qu'on  presente  les  demandes 
de  cheques.  Par  consequent,  on  pourrait  faire 
passer  des  faux  documents  dans  le  circuit  de 
paiement  et  detourner  des  fonds  publics. 

Un  employe  ne  participant  pas  a  1 'instruction 
et  a  l'approbation  des  demandes  de  cheques 
devrait  verifier  la  regularity  des  signatures  re- 
liees  aux  pouvoirs  de  depenser  et  de  payer 
juste  avant  que  les  demandes  de  cheques 
soient  presentees  au  ministere  des  Approvi- 
sionnements et  Services. 

PAIE 

•  La  concentration  des  fonctions  du  personnel 
et  de  la  paie  a  la  division  du  personnel  de  la 
Commission  represente  une  importante  faille 
du  systeme  de  controle  interne,  de  nature  a 
entrainer  des  erreurs,  voire  des  detournements 
de  fonds  publics. 

On  devrait  confier  a  des  agents  financiers  la 
responsabilite  des  controles  internes  dans  le 
domaine  de  la  paie. 

•  Les  cheques  de  paie  sont  envoyes  aux  em- 
ployes de  la  division  du  personnel  qui  etablis- 
sent  les  entrees  pour  la  paie  envoyee  au  minis- 
tere des  Approvisionnements  et  Services. 

II  faudrait,  dans  la  division  du  personnel,  met- 
tre en  place  des  controles  empechant  les  em- 
ployes qui  preparent  les  entrees  de  la  paie 
pour  le  ministere  des  Approvisionnements  et 
Services  d  'avoir  acces  aux  cheques  de  paie. 

•  Periodiquement,  la  distribution  des  cheques 
de  paie  aux  employes  devrait  etre  faite  par  le 
groupe  de  verification  interne. 

•  Le  manuel  financier  devrait  decrire  les  metho- 
des  a  suivre  et  les  responsabilites  engagees 
dans  l'etablissement,  la  distribution  et  l'ins- 
cription  de  la  paie. 


COMMENTAIRES  DE  LA  COMMISSION 

Nous  donnerons  suite  a  la  recommandation 
dans  le  courant  de  1 975- 1 976. 


Nous  donnerons  suite  a   la  recommandation 
dans  le  courant  de  1975-1976. 


Nous  donnerons  suite  a   la   recommandation 
dans  le  courant  de  1 975- 1 976. 


Nous  donnerons  suite  a   la  recommandation 
dans  le  courant  de  1975-1976. 


Nous  donnerons  suite  a  la  recommandation  des 
que  nous  aurons  forme  le  groupe  de  verification 
interne  dans  le  courant  de  1 976- 1 977. 
Nous   donnerons   suite   a   la   recommandation 
dans  le  courant  de  1 975- 1 976. 
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CHEQUES  POUR  LES  REGIONS 

•  Dans  le  systeme  actuel,  apres  les  automations 
correspondent  aux  articles  25  et  27,  les  docu- 
ments relies  a  toutes  les  depenses  engagees 
dans  les  regions  doivent  etre  envoyes  au  bu- 
reau principal,  pour  recevoir  l'autorisation 
prevue  par  l'article  26  et  etre  mis  en  lots  avant 
remission  des  cheques  par  le  ministere  des 
Approvisionnements  et  Services. 

On  devrait  recourir  aux  services  locaux  d'e- 
mission  de  cheques  du  ministere  des  Approvi- 
sionnements et  Services  des  que  les  bureaux 
regionaux  de  la  Commission  disposeront  des 
competences  financieres  exigees. 

REVENUS 

•  Les  revenus  du  fonds  renouvelable  du  bureau 
du  perfectionnement  et  de  la  formation  du 
personnel,  qui  representent  la  quasi-totalite 
des  revenus  exterieurs  de  la  Commission,  se 
sont  chiffres  a  environ  $18  millions  pour  l'an- 
nee  financiere  terminee  le  31  mars  1975.  Les 
methodes  actuelles  de  controle,  d 'inscription 
et  de  depot  des  revenus  ne  sont  decrites  dans 
aucun  manuel  et  sont  inefficaces  sur  le  plan  du 
controle  interne. 

II  faudrait  elaborer  et  incorporer  au  manuel 
financier  des  politiques  et  methodes  assurant 
le  controle,  1 'inscription  et  le  depot  des  reve- 
nus dans  de  bonnes  conditions;  et  prendre  des 
mesures  pour  assurer  que  ces  methodes  soient 
respectees. 

COMPTES  A  RECEVOIR  ET  A  PAYER  DU 
FONDS  RENOUVELABLE 

•  Les  comptes  a  recevoir  du  fonds  renouvelable 
du  bureau  du  perfectionnement  et  de  la  for- 
mation du  personnel  s'elevent  pour  l'annee  a 
quelque  $18  millions  dont  $4  millions  envi- 
ron sont  a  recevoir  en  tout  temps.  Ces  sommes 
representent  la  quasi-totalite  des  comptes  a 
recevoir  de  la  Commission  provenant  des  en- 
tries exterieures.  On  ne  tient  pas  de  compte  de 
controle  des  comptes  a  recevoir  dans  le  grand 
livre  du  fonds,  mais  on  etablit  les  soldes  des 
comptes  a  recevoir  en  fin  de  mois  par  totalisa- 
tion du  livre  auxiliaire. 


COMMENTAIRES  DE  LA  COMMISSION 


La  gestion  de  la  Commission  a  autorise  la  crea- 
tion de  postes  dans  les  regions  pour  permettre 
remission  de  cheques.  En  raison  de  restrictions 
budgetaires,  cela  ne  sera  peut-etre  pas  possible 
avant  le  leravril  1976. 


On  a  recemment  acheve  une  etude  detaillee  de 
l'arrivee  du  courrier.  Le  traitement  des  revenus 
de  la  direction  generate  du  perfectionnement  fait 
actuellement  l'objet  d'un  examen  approfondi 
qui  sera  acheve  en  1975-1976. 
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II  faudrait  etablir,  dans  le  grand  livre  du  fonds 
renouvelable,  un  compte  de  controle  des 
comptes  a  recevoir  qui  devrait  etre  concilie  a 
chaque  mois  avec  le  livre  auxiliaire. 

•  La  liste  mensuelle  des  comptes  a  recevoir  de- 
vrait etre  dressee  par  classe  d  'age. 

•  La  repartition  des  responsabilites  concernant 
les  comptes  a  recevoir  devrait  garantir  la  divi- 
sion des  taches  suivantes:  tenue  du  compte  de 
controle  au  grand  livre  auxiliaire,  et  la  recep- 
tion des  paiements. 

•  La  comptabilite  d'exercice  des  revenus  du 
Fonds  renouvelable  contrairement  a  l'insuf- 
fisance  de  comptabilite  d'exercice  pour  les 
comptes  a  payer  cause  un  manque  d'apparie- 
ment  des  couts  et  des  revenus  qui  nuit  a  la 
validite  des  rapports  de  gestion. 

Les  biens  et  services  recus  par  le  fonds  renou- 
velable devraient  etre  inscrits  selon  la  compta- 
bilite d  'exercice. 

IMMOBILISATIONS 

•  On  devrait  etablir  et  incorporer  au  manuel 
financier  des  politiques  et  methodes  concer- 
nant le  controle  des  immobilisations  ainsi  que 
la  detection  des  biens  excedentaires  par  rap- 
port aux  besoins;  il  faudrait  en  outre  prendre 
des  mesures  pour  veiller  au  respect  de  ces 
methodes. 

•  Toutes  les  immobilisations  devraient  etre 
comptees,  marquees  et  inscrites  dans  un  regis- 
tre  d 'immobilisations  avant  le  demenagement 
de  la  Commission. 

VERIFICATION  INTERNE 

•  II  n'existe  actuellement  aucune  equipe  de  veri- 
fication interne  a  la  Commission. 

La  Commission  devrait  former  une  equipe  de 
verification  interne. 


COMMENTAIRES  DE  LA  COMMISSION 

Le  bureau  des  conseillers  en  gestion  a  effectue 
une  etude  portant  notamment  sur  ce  point;  nous 
y  donnerons  suite  en  1 975- 1 976. 

Le  bureau  des  conseillers  en  gestion  a  effectue 
une  etude  portant  notamment  sur  ce  point;  nous 
y  donnerons  suite  en  1975-1976. 
Le  Bureau  des  conseillers  en  gestion  a  effectue 
une  etude  portant  notamment  sur  ce  point;  nous 
y  donnerons  suite  en  1 975- 1 976. 


Nous  donnerons  suite  a  la  recommandation  le 
leravril  1976. 


Nous  donnerons   suite   a   la   recommandation 
dans  le  courant  de  1 975- 1 976. 


Nous  avons  donne  suite  a  la  recommandation. 
Un  inventaire  est  en  cours;  il  devrait  etre  termi- 
ne  d'ici  le  ler  octobre  1975. 


L'etablissement  d'une  equipe  de  verification  in- 
terne a  ete  approuve  par  la  direction  de  la  Com- 
mission, mais  le  manque  des  ressources  nous 
oblige  a  attendre  jusqu'a  l'annee  1976-1977. 
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PRIORITES  DE  LA  HAUTE  DIRECTION 

•  La  Commission  a  bien  etabli  une  conference 
annuelle  du  Comite  de  gestion  afin  d'etudier 
et  de  definir  ses  priorites  pour  les  annees  a 
venir;  cependant,  la  communication  de  ces 
priorites  a  tous  les  niveaux  participant  au  pro- 
cessus budgetaire  s'est  faite  de  fa^on  variable 
selon  les  services. 

Avant  la  preparation  des  previsions  de  pro- 
gramme et  la  gestion  par  objectifs,  il  faudrait 
communiquer  par  ecrit,  a  tous  les  niveaux 
participant  au  processus  budgetaire,  les  priori- 
tes de  la  haute  direction  pour  les  annees  a 
venir,  avec  des  details  suffisants  pour  fournir 
une  orientation  utile. 

PREPARATION  DES  PRESENTATIONS 
BUDGETAIRES 

•  La  Commission  devrait  mettre  au  point  et  in- 
corporer  au  manuel  financier  la  marche  a  sui- 
vre  dans  tous  les  services  pour  preparer  les 
previsions  de  programme,  le  Budget  des  de- 
penses  et  les  budgets  d 'exploitation;  on  de- 
vrait notamment  decrire  de  fa$on  generate  le 
role  de  chacun  des  niveaux  hierarchiques  de  la 
Commission. 

•  II  faudrait  mettre  au  point  des  politiques  et 
methodes  officielles  concernant  1  examen,  la 
critique  et  1 'approbation  des  presentations 
budgetaires  faites  au  Conseil  du  tresor  ainsi 
que  les  documents  a  1  'appui. 

BUDGETS  D'EXPLOITATION 

•  A  l'heure  actuelle,  la  preparation  du  Budget 
principal  des  depenses  par  la  Commission  a 
deux  objectifs:  presentation  au  Conseil  du  tre- 
sor pour  justifier  les  ressources  demandees, 
budgets  detailles  pour  chaque  element  d'acti- 
vite.  La  preparation  du  budget  principal,  fixee 
strictement  selon  les  regies  du  Conseil  du  tre- 
sor, ne  repond  pas  necessairement  aux  exigen- 
ces d'un  budget  d 'exploitation  realiste. 

II  faudrait  etablir  les  budgets  d 'exploitation 
des  que  possible  au  debut  de  l'annee  corres- 
pondante  de  fa<jon  qu'ils  tiennent  compte 
d 'estimations  realistes  des  depenses. 


COMMENTAIRES  DE  LA  COMMISSION 


Nous  avons  utilise  cette  formule  l'an  dernier  et 
nous  la  reprendrons  en  l'ameliorant  pour  etablir 
les  previsions  des  programmes  de  1977-1978. 


Nous  donnerons  suite  a  la  recommandation  en 
1975-1976. 


Nous  donnerons  suite  a  la  recommandation  en 
1975-1976. 


Nous  avons  deja  pris  des  mesures  dans  ce  do- 
maine  et  nous  donnerons  entierement  suite  a  la 
recommandation  lors  de  la  preparation  des  bud- 
gets d 'exploitation  des  annees  financieres  1976- 
1977  et  suivantes. 


220 


OBSERVATIONS  ET 
RECOMMANDATIONS 

•  Les  budgets  d 'exploitation,  sauf  ceux  de  la  di- 
vision des  finances  et  de  1 'administration,  ne 
sont  pas  ventiles  en  budgets  mensuels.  On  ne 
peut  done  effectuer  une  analyse  significative 
des  ecarts  et  la  direction  ne  dispose  pas  de 
points  de  repere  auxquels  comparer  les  resul- 
tats  observes. 

II  faudrait  ventiler  les  budgets  d 'exploitation 
en  budgets  mensuels  et  preparer  une  analyse 
complete  des  ecarts  chaque  mois. 

CONTROLE  DES  ENGAGEMENTS  ET  DES 
AFFECTATIONS 

•  Toujours  a  la  suite  de  l'etude  faite  en  1974  par 
la  direction  de  la  politique  administrative,  Se- 
cretariat du  Conseil  du  tresor,  la  tenue  des 
registres  de  controle  des  engagements  a  ete 
confiee  aux  centres  de  responsabilite. 

Pour  les  centres  de  responsabilite  de  la  region 
de  la  capitale,  la  tenue  des  registres  de  contro- 
le des  engagements  devrait  etre  confiee  aux 
services  financiers  de  la  division  du  service 
des  finances  et  de  l'administration. 

•  La  partie  « depenses  prevues»  du  rapport 
comparatif  budget-depenses  ne  represente 
qu'une  extrapolation  des  depenses  accumulees 
depuis  le  debut  de  l'annee.  Ces  previsions  sont 
faites  selon  le  principe  errone  que  les  depenses 
se  repartissent  egalement  sur  les  douze  mois 
de  l'annee  d 'exploitation.  II  en  resulte  des  in- 
formations qui  risquent  d'etre  trompeuses  et 
de  motiver  de  mauvaises  decisions  de  la 
direction. 

On  devrait  ameliorer  la  partie  'depenses  pre- 
vues'  du  rapport  comparatif  budget-depenses 
afin  d'y  indiquer  des  estimations  realistes  et 
bien  fondees. 

•  Les  divers  centres  de  responsabilite  sont  auto- 
rises  a  engager  des  fonds  au-dela  de  leur  bud- 
get pourvu  que  la  direction  ou  division  dans 
l'ensemble  ne  depasse  pas  son  plafond  budge- 
taire.  II  n'existe  cependant  aucune  mesure  per- 
mettant  de  verifier  le  respect  du  plafond  glo- 
bal de  la  direction  ou  division. 


COMMENTAIRES  DE  LA  COMMISSION 


Nous  donnerons  suite  a  la  recommandation  lors 
de  l'etablissement  des  budgets  d 'exploitation  des 
annees  financieres  1976-1977  et  suivantes. 


Cette  recommandation  fera  l'objet  de  plus  am- 
pies  discussions. 


Nous  donnerons  suite  a  la  recommandation  en 
1975-1976. 
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On  devrait  mettre  au  point,  incorporer  au  ma- 
nuel  financier  et  faire  appliquer  des  politiques 
et  methodes  concernant  les  engagements  en 
trop  de  leurs  fonds  par  les  centres  de  respon- 
sabilite  ainsi  que  la  signature  des  certificats 
prevus  a  l'article  25  dans  les  cas  d 'engage- 
ments en  trop. 

•  II  faudrait  concilier  en  temps  opportun  les  to- 
taux  de  depenses  mensuelles  produits  par  le 
ministere  des  Approvisionnements  et  Services, 
d'une  part,  et  la  Commission,  d 'autre  part. 

SYSTEMES  ET  RAPPORTS  FINANCIERS 

•  Les  rapports  financiers  mensuels  fournis  a  la 
direction  ne  presentent  qu'un  interet  limite, 
les  informations  donnees  n'etant  ni  assez 
completes,  ni  assez  precises,  ni  a  jour. 

La  Commission  devrait  etudier  des  que  possi- 
ble la  fa^on  de  produire  des  rapports  de  ges- 
tion  utiles,  notamment  en  discutant  avec  le 
ministere  des  Approvisionnements  et  Services. 
II  faudrait  sollicker  le  point  de  vue  des  divers 
gestionnaires  et  tenir  compte  de  leurs  besoins 
pour  determiner  la  forme  des  rapports. 

•  Le  centre  de  gestion  de  l'information  produit 
des  rapports  financiers  mensuels  destines  a  la 
gestion.  Cependant,  le  centre  donne  la  priorite 
a  la  fonction  de  la  dotation  en  personnel,  ce 
qui  est  d'ailleurs  son  role  prevu;  par  conse- 
quent les  rapports  en  question  ne  sont  pas 
produits  a  des  dates  regulieres  et  sont  souvent 
distribues  trop  tard  pour  etre  utiles. 

II  faudrait  reetudier  l'utilisation  des  ordina- 
teurs  du  centre  de  gestion  de  l'information 
pour  la  production  de  rapports  financiers.  II 
conviendrait  d 'examiner  les  autres  formules 
possibles,  comme  le  recours  au  ministere  des 
Approvisionnements  et  Services  et  le  mini- 
ordinateur  N.C.R.  qui  sert  actuellement  au 
systeme  de  controle  des  affectations. 

SYSTEME  DU  FONDS  RENOUVELABLE 

•  Le  registre  tenu  a  la  Commission  pour  les 
avances  recces  par  le  fonds  renouvelable  du 
fonds  du  revenu  consolide  devrait  etre  concilie 
chaque  mois  avec  les  comptes  centraux  tenus 
par  le  ministere  des  Approvisionnements  et 
Services. 


COMMENTAIRES  DE  LA  COMMISSION 

Nous  donnerons  suite  a  la  recommandation  en 
1975-1976. 


Nous  donnerons  suite  a  la  recommandation  en 
1975-1976. 


L 'organisation  des  rapports  du  ministere  des 
Approvisionnements  et  Services  a  fait  l'objet  de 
plusieurs  mois  de  negotiation.  On  s 'active  a  re- 
medier  aux  lacunes  des  rapports  financiers  et 
nous  considerons  cette  tache  comme  hautement 
prioritaire. 


Le  bureau  des  conseillers  en  gestion  a  termine 
une  etude  portant  sur  1 'ensemble  de  nos  besoins 
en  matiere  d'informatique;  les  recommanda- 
tions  correspondantes  sont  en  cours 
d  'application. 


Nous  donnerons  suite  a  la  recommandation  en 
1975-1976. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

REMUNERATION 

•  La  remuneration  et  les  avantages  sociaux  sont 
regroupes  au  bureau  principal  et  sont  comple- 
tement  independants  de  la  division  des  ser- 
vices financiers,  ce  qui  rend  le  controle  interne 
inefficace. 

II  convient  que  la  division  des  services  finan- 
ciers controle  la  comptabilite  de  la  paie. 


LIENS  FONCTIONNELS 

•  Les  liens  fonctionnels  entre  le  personnel  fi- 
nancier des  bureaux  regionaux  et  les  fonction- 
naires  superieurs  des  finances  et  de  l'adminis- 
tration  du  bureau  principal  devraient  etre  do- 
cuments et  communiques  a  tous  les 
interesses. 

•  Les  fonctionnaires  superieurs  des  finances  et 
de  l'administration  devraient  participer  a  la 
definition  des  responsabilites  et  a  1'examen 
annuel  du  rendement  de  leurs  subordonnes. 


MANUEL  FINANCIER  ET 
ADMINISTRATE 

•  II  faudrait  que  le  manuel  de  gestion  financiere 
comporte  des  renvois  a  la  source  d'autorisa- 
tion,  qu'il  soit  revu  regulierement  et  mis  a 
jour. 

•  Un  manuel  de  la  gestion  des  fournitures  et  des 
immobilisations  s 'impose. 


CONTROLE  DES  DEPENSES  ET  DES 
REVENUS 

•  Les  bureaux  regionaux  tiennent  leurs  propres 
registres  mais  envoient  au  bureau  principal, 
aux  fins  de  controle,  l'original  des  pieces  justi- 
ficatives  des  comptes  a  payer. 


COMMENTAIRES  DU  MINISTERE 


On  a  pris  les  mesures  necessaires  pour  assurer  le 
controle  de  la  comptabilite  de  la  paie  par  la  divi- 
sion des  services  financiers. 


Ce  lien  fonctionnel  est  a  l'etude;  il  sera  docu- 
ments et  transmis  aux  interesses. 


On  a  cree  un  comite  d 'etude  pour  revaluation 
des  employes;  il  compte,  parmi  ses  membres,  le 
directeur  general  du  personnel,  des  finances  et 
de  l'administration,  le  directeur  des  services  ad- 
ministratifs  et  le  directeur  des  finances. 


Le  groupe  qui  s'occupe  des  systemes  et  methodes 
comptables  se  charge  maintenant  de  tenir  a  jour 
regulierement  le  manuel  de  gestion  financiere. 
On  examinera  l'opportunite  d'ajouter  des  ren- 
vois a  la  source  d 'automation. 
Nous  constituons  actuellement  un  manuel  admi- 
nistratif  a  partir  des  systemes  d 'exploitation  ac- 
tuels.  Ce  manuel  comprendra  la  gestion  des 
fournitures  et  des  immobilisations. 
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Les  bureaux  regionaux  devraient  conserver 
l'original  des  pieces  justificatives  de  leurs 
comptes  a  payer,  et  il  faudrait  mettre  fin  a  la 
pratique  de  verification  a  posteriori  au  bureau 
principal. 

•  Certains  frais  administratifs  directs  tels  les 
contrats  de  location,  les  frais  d 'administration 
du  ministere  des  Approvisionnements  et  Ser- 
vices et  les  frais  afferents  aux  immobilisations 
devraient  etre  imputes  aux  centres  de 
responsabilite. 

•  La  comptabilite  des  comptes  a  recevoir  et  des 
recouvrements  est  completement 
decentralisee. 

La  division  des  services  financiers  devrait  re- 
voir  son  systeme  de  controle  des  comptes  a 
recevoir  et  des  recouvrements  afin  de  s 'assurer 
de  leur  exactitude  et  de  leur  perception. 

•  II  se  peut  que  le  laboratoire  technique  des  tele- 
communications oublie  de  facturer  certains 
travaux  et  qu'il  execute  des  travaux  non  auto- 
rises  par  suite  des  deficiences  du  systeme  des 
ordres  d 'execution. 

Le  laboratoire  technique  des  telecommunica- 
tions devrait  mieux  controler  Futilisation  des 
ordres  d 'execution  et  la  facturation  ulterieure 
par  l'emploi  de  documents  numerates 
d  'avance. 

•  Le  Ministere  pourrait  etre  tenu  responsable 
des  demandes  de  permis  et  des  droits  annuels 
du  Conseil  de  la  radio-television  canadienne, 
sur  lesquels  il  n'a  aucun  controle. 

Les  revenus  du  Conseil  de  la  radio-television 
canadienne  devraient  etre  verses  directement 
au  Fonds  du  revenu  consolide. 

STOCKS  ET  IMMOBILISATIONS 

•  Du  personnel  autonome  devrait  proceder  a 
intervalles  reguliers  au  denombrement  des 
stocks. 

•  Le  Ministere  devrait  se  fixer  pour  ligne  de 
conduite  d  'obliger  les  gestionnaires  a  declarer 
les  elements  d'actif  non  utilises. 

•  Les  principaux  comptes  de  stocks  et  d 'immo- 
bilisations devraient  etre  concilies  avec  le 
montant  des  depenses  et  des  retraits  pour  l'an- 
nee  consideree. 


COMMENTAIRES  DU  MINISTERE 

Les  comptes  a  payer  regionaux  sont  maintenant 
verifies  aux  bureaux  regionaux. 


On  procede  a  1'evaluation  de  l'imputation  des 
frais  afin  d'etablir  si  le  systeme  actuel  se  prete  a 
la  separation  et  a  la  repartition  des  frais  sans 
pour  autant  imposer  au  personnel  actuel  une 
somme  de  travail  irrealisable. 


On  examinera  cette  question  a  la  lumiere  de  la 
normalisation  des  systemes  actuels. 


On  a  pris  des  mesures  pour  modifier  le  systeme 
qui  a  cours  actuellement  au  laboratoire  afin  de 
renforcer  le  controle. 


On  discutera  cette  recommandation  avec  le  Con- 
seil du  tresor. 


Nous  acceptons  le  principe  suggere  et  nous  fe- 
rons  paraitre  dans  notre  prochain  manuel  admi- 
nistratif  l'enonce  des  methodes  precises  que 
nous  comptons  employer. 

Le  manuel  administratif  en  cours  de  preparation 
prevoit  une  ligne  de  conduite  obligeant  les  ges- 
tionnaires a  declarer  les  elements  d'actif  non 
utilises. 

Cette  condition  figurera  dans  le  manuel  admi- 
nistratif en  cours  de  preparation. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

•  Les  stocks  echappent  au  controle  budgetaire  et 
Ton  ne  tient  pas  compte  de  leur  variation  de 
niveau  lors  de  l'etablissement  des  budgets. 

II  faudrait  tenir  compte  des  variations  de  ni- 
veau des  stocks  lors  de  l'etablissement  des 
budgets  annuels. 

VERIFICATION  INTERNE 

•  Le  verificateur  interne  en  chef  releve  du  direc- 
teur  des  services  financiers,  ce  qui  pourrait 
restreindre  l'etendue  de  sa  verification  et  la 
liberte  de  ses  opinions. 

II  convient  que  le  verificateur  interne  en  chef 
releve  d'un  comite  de  verification  autonome, 
et  qu'il  receive  ses  directives  de  ce  comite. 


COMMENTAIRES  DU  MINISTERE 


•  Depuis  la  creation  du  Ministere  en  1969,  on 
n'a  effectue  aucune  verification  financiere,  au- 
tonome et  complete,  de  la  paie. 

II  convient  de  proceder  a  breve  echeance,  au 
bureau  principal,  a  la  verification  de  la  remu- 
neration et  des  avantages  sociaux. 

PREVISIONS  DE  PROGRAMME  ET 
BUDGET  PRINCIPAL  DES  DEPENSES 

•  II  y  a  lieu  d'instituer  un  service  charge  d'eva- 
luer  et  de  revoir  les  programmes  ou  un  comite 
charge  de  revoir  periodiquement  les  activites 
en  cours  ainsi  que  d'evaluer  et  de  reexaminer 
les  nouvelles  activites. 

•  Avant  l'etablissement  des  budgets,  les  fonc- 
tionnaires  superieurs  devraient  fixer,  docu- 
menter  et  diffuser  les  ordres  de  priorite  et  les 
lignes  directrices. 


PREVISIONS  DE  CAISSE  ET  CONTROLE 
DES  ENGAGEMENTS 

•  Les  engagements  ne  sont  pas  inscrits  de  facpn 
uniforme  dans  les  divers  centres  de 
responsabilite. 


Le  manuel  administratif  en  cours  de  preparation 
contiendra  les  lignes  de  conduite  a  suivre  en  la 
matiere. 


Nous  allons  revoir  les  conditions  de  dependance 
hierarchique  du  verificateur  interne  en  chef. 
Nous  avons  cree  un  comite  de  verification  com- 
pose de  representants  de  la  direction  des  services 
financiers,  du  ministere  des  Approvisionne- 
ments  et  Services  et  du  centre  de  responsabilite 
soumis  a  la  verification. 


On  effectue  actuellement,  a  intervalles  reguliers, 
la  verification  de  la  remuneration  et  des  avanta- 
ges sociaux. 


On  met  actuellement  sur  pied  une  division  de 
1'evaluation  et  de  la  revision  des  programmes, 
dont  la  tache  sera  de  reexaminer  regulierement 
toutes  les  activites  en  cours. 

C'est  ce  qu'a  fait  la  haute  direction  pour  les 
previsions  de  programme  de  1'annee  1976-1977. 
Les  ordres  de  priorite  et  les  objectifs  ont  ete 
fixes,  documentes  et  diffuses  aux  gestionnaires 
des  centres  de  responsabilite.  On  continuera  de 
proceder  ainsi  a  1  'avenir. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

II  faudrait  normaliser  le  systeme  parallele  de 
controle  des  engagements  et  les  concilier  men- 
suellement  aux  donnees  que  renferment  les 
rapports  du  M.A.S. 


RAPPORTS  FINANCIERS 

•  II  convient  de  repenser  le  mode  d  'utilisation  et 
de  diffusion  des  rapports  du  M.A.S. ,  et  de  met- 
tre  les  gestionnaires  au  courant  de  ces  rap- 
ports et  de  la  somme  de  renseignements  ainsi 
disponibles,  en  vue  de  les  utiliser  efncacement. 

•  II  y  a  lieu  de  revoir  la  methode  d'etablisse- 
ment  de  ces  rapports  afin  d'eliminer  les  re- 
tards en  matiere  de  rapports  mensuels  et  de 
correction  des  inscriptions. 

•  Les  rapports  financiers  du  M.A.S.  ne  presen- 
tent  pas  d 'analyse  significative  et  convenable 
des  donnees  financieres  en  fonction  des  don- 
nees non  financieres  pertinentes  tels  les  indi- 
ces de  production  et  de  rendement  et  l'utilisa- 
tion  des  annees-hommes. 

Le  Ministere  et  le  ministere  des  Approvision- 
nements  et  Services  devraient  revoir  la  teneur 
des  rapports  financiers  afin  d'obtenir  un  en- 
semble plus  complet  d 'elements  de  frais,  ce 
qui  permettrait  d'elargir  le  champ  d 'applica- 
tion des  indices  de  mesure  quantitative  et 
fournirait  des  donnees  financieres  plus  preci- 
ses et  plus  appropriees  a  l'obtention  d'un 
meilleur  controle. 

RAPPORTS  ADMINISTRATES 

•  II  convient  de  revoir  la  teneur  des  etats  finan- 
ciers et  administratifs,  leur  emploi  et  leur  dif- 
fusion afin  d'eliminer  le  double  emploi  ou  le 
chevauchement  des  renseignements.  II  fau- 
drait egalement  faire  revaluation  de  ces  rap- 
ports afin  de  s 'assurer  que  les  donnees  de  base 
utilisees  sont  exactes  et  permettent  la 
comparaison. 


COMMENTAIRES  DU  MINISTERE 

Nous  sommes  d 'accord  sur  le  fait  qu'un  systeme 
parallele  tres  ramifie  parait  s'imposer,  mais  il  est 
possible  d'eviter  le  double  emploi  si  le  ministere 
des  Approvisionnements  et  Services  refond  com- 
pletement  son  systeme,  le  rend  plus  souple,  et 
facilite  la  communication  de  ses  donnees,  four- 
nies  en  temps  voulu. 


Nous  avons  revise  notre  systeme  de  diffusion  et 
apporte  les  ameliorations  necessaires  dans  ce  do- 
maine.  Nous  allons  aussi  prendre  des  disposi- 
tions pour  mieux  renseigner  les  gestionnaires  sur 
la  teneur  de  ces  rapports  et  leurs  possibilites 
d 'emploi. 

Cela  releve  du  ministere  des  Approvisionne- 
ments et  Services.  Le  manque  de  souplesse  des 
etats  et  la  rigueur  des  calendriers  sont  le  fait  du 
MAS. 


La  connaissance  de  Pensemble  des  elements  de 
frais  permettrait  d'elargir  le  champ  d 'applica- 
tion des  instruments  de  gestion  essentiels  que 
sont  les  indices  de  mesure  quantitative.  L'eta- 
blissement  de  ces  donnees  ne  s'inscrit  pas  dans 
le  systeme  comptable  actuel  du  gouvernement. 


Nous  allons  etudier  en  profondeur  les  etats  fi- 
nanciers et  administratifs,  en  tenant  compte  des 
observations  et  des  recommandations  de  ce 
Rapport. 
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CONSEIL  DE  LA  RADIO-TELEVISION  CANADIENNE 

Observations  et  recommandations  en  date  du  mois  de  decembre  1974 
Commentaires  du  Conseil  en  date  du  mois  d'aout  1975 


OBSERVATIONS  ET 
RECOMMANDATIONS 

AGENTS  FINANCIERS 

•  II  y  a  lieu  de  preciser  les  attributions  financie- 
res  au  sein  du  Conseil. 

Le  president  devrait  designer,  par  ecrit,  le 
fonctionnaire  superieur  des  finances  du  Con- 
seil ainsi  qu'un  poste  d 'agent  financier  par 
direction.  Le  document  devrait  en  outre  stipu- 
ler  que  les  agents  financiers  des  directions  re- 
levent  fonctionnellement  du  fonctionnaire  su- 
perieur des  finances,  de  qui  ils  doivent  accep- 
ter conseils  et  directives  sur  toutes  les  ques- 
tions financieres  et  comptables  qui  interessent 
leur  direction  respective. 

CONTROLE  DES  ENGAGEMENTS 

•  Les  directions  font  des  depenses  et  des  paie- 
ments  sans  que  les  engagements  soient  soumis 
a  un  controle  qui  permettrait  de  s 'assurer 
qu'il  y  a  suffisamment  de  fonds  disponibles 
dans  le  credit. 

Le  directeur  de  chaque  direction  devrait  etre 
avise  qu'il  appartient  desormais  a  sa  direc- 
tion, et  plus  precisement  a  son  agent  financier 
designe,  de  delivrer  les  certificats  d 'engage- 
ments et  d'en  faire  le  controle  financier  au 
moyen  de  registres  supplementaires. 

Chaque  direction  devrait  etablir  et  utiliser  un 
systeme  supplemental  uniforme  d'enregis- 
trement  des  engagements. 

AUTORITE  DU  MINISTRE 

•  Le  Conseil  releve  du  Secretariat  d'Etat  aux 
termes  de  la  Loi  sur  1 'administration  finan- 
cier, mais  il  rend  compte  au  Ministre  des 
Communications  aux  fins  de  la  Loi  sur  la 
radiodiffusion. 


COMMENTAIRES  DU  CONSEIL 


Nous  acceptons  et  donnons  immediatement  sui- 
te a  la  recommandation. 


Nous  etudions  actuellement  la  question  du  con- 
trole des  engagements.  Tout  sera  regie  a  l'au- 
tomne  1975. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

Le  Conseil  devrait  obtenir  un  decret  du  gou- 
verneur  en  conseil  qui  designerait  le  Ministre 
des  Communications  comme  le  ministre  com- 
petent aux  fins  de  la  Loi  sur  1 'administration 
financiere. 

ATTRIBUTIONS  DU  FONCTIONNAIRE 
SUPERIEUR  DES  FINANCES 

•  Le  directeur  des  services  financiers  et  admi- 
nistratifs  exerce  bon  nombre  d 'attributions 
etrangeres  aux  finances;  son  emploi  du  temps 
et  ses  efforts  sont  done  partages. 

Le  Conseil  devrait  creer  un  poste  de  directeur 
adjoint  a  la  planification  et  au  controle  finan- 
ciers et  le  combler  dans  les  meilleurs  delais. 

COMITES  DE  GESTION 

•  II  y  a  lieu  d'ameliorer  les  voies  de  communi- 
cation entre  les  agents  financiers  et  les  direc- 
tions d  'exploitation. 

Le  fonctionnaire  superieur  des  finances  desi- 
gne  devrait  sieger  au  comite  d 'exploitation. 
Les  agents  financiers  designes  par  les  direc- 
tions devraient  assister  aux  reunions  hebdo- 
madaires  de  la  direction  des  services  finan- 
ciers et  administratifs. 

MANUEL  FINANCIER 

•  Le  Conseil  a  fait  des  demarches  en  vue  de  la 
redaction  d  'un  manuel  financier.  II  devrait  en 
hater  1  'achevement. 

DELEGATION  DES  POUVOIRS 
FINANCIERS 

•  La  delegation  des  pouvoirs  financiers  est  peri- 
mee,  ne  porte  pas  la  signature  du  Secretaire 
d'Etat  actuel  et  confie  exclusivement  au  presi- 
dent et  au  personnel  de  la  direction  des  ser- 
vices financiers  et  administratifs  les  pouvoirs 
de  depenser  et  de  payer. 

Le  ministre  competent  et  le  president  de- 
vraient approuver  et  signer  un  document  mis 
a  jour  de  delegation  des  pouvoirs. 

Le  Conseil  devrait  chaque  annee  passer  en 
revue  les  delegations  de  signature  et  en  faire 
rapport  au  president. 

Les  agents  competents  des  directions  de- 
vraient etre  investis  des  pouvoirs  de  prendre 
des  engagements,  de  depenser  et  de  payer. 


COMMENTAIRES  DU  CONSEIL 

Nous  avons  rec,u  le  decret  du  gouverneur  en  con- 
seil qui  designe  le  Ministre  des  Communications 
comme  ministre  competent. 


Nous  avons  cree  et  comble  le  poste  de  directeur 
adjoint  a  la  planification  et  au  controle 
financiers. 


Nous  avons  nomme  le  directeur  des  services  fi- 
nanciers et  administratifs  au  comite  d 'exploita- 
tion. Les  agents  financiers  des  directions  assiste- 
ront  desormais  aux  reunions  hebdomadaires  des 
services  financiers  et  administratifs. 


Notre  manuel  financier  est  en  bonne  voie.  II  sera 
termine  a  l'automne  1975. 


Nous  avons  redige  un  nouveau  document  de  de- 
legation des  pouvoirs  financiers  et  entrepris  de  le 
mettre  en  application. 

Nous  acceptons  de  donner  suite  a  cette 
recommandation. 


Nous  acceptons  et  sommes  en  train  de  donner 
suite  a  cette  recommandation. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

Des  doubles  des  cartes  de  specimen  de  signa- 
ture des  titulaires  d'une  delegation  de  signatu- 
re devraient  etre  remis  au  ministere  des  Ap- 
provisionnements  et  Services  et  a  tous  les  em- 
ployes du  Conseil  qui  doivent  les  reconnaitre. 

REVENUS  TIRES  DES  DROITS  DE 
LICENCE  DE  RADIODIFFUSION 

•  Les  droits  de  licence  de  radiodiffusion  que  le 
Conseil  impose  et  percoit  sont  retranches  des 
depenses  du  ministere  des  Communications  et 
ne  sont  pas  soumis  a  un  controle  suffisant  qui 
empecherait  les  detournements  de  fonds,  les 
retards  indus  de  perception  des  paiements  ar- 
rieres  et  les  lacunes  dans  la  comptabilite  et  les 
rapports. 

Le  Conseil  devrait  percevoir  et  rapporter  les 
revenus  tires  des  droits  de  licence  de  radiodif- 
fusion, les  verser  au  Fonds  du  revenu  consoli- 
de  et  rapporter,  dans  les  Comptes  publics,  les 
droits  a  recevoir  en  fin  d'annee  financiere. 

Le  Conseil  devrait  etablir  un  systeme  autono- 
me  de  controle  financier  des  droits  percus  et 
des  comptes  a  recevoir,  qui  prevoirait: 

a)  le  numerotage  prealable  et  le  controle  nu- 
merique  des  recus  et  des  avis  de  cotisation; 

b)  des  registres  detailles  des  comptes  a  rece- 
voir; et 

c)  l'examen  mensuel,  par  le  fonctionnaire  su- 
perieur  des  finances  de  la  liste  par  classe 
d'age  des  comptes  a  recevoir. 

CONTROLE  DES  STOCKS 

•  Le  systeme  actuel  de  controle  des  stocks  de 
biens  d'equipement  est  insuffisant  et  inexact. 

Le  Conseil  devrait  poursuivre  la  mise  en  place 
de  son  nouveau  systeme  de  facon  a  assurer  le 
controle  comptable  des  biens  d'equipement. 

CONTROLE  BUDGETAIRE 

•  Le  conseil  ne  procede  pas  a  une  analyse  regu- 
liere  de  donnees  financieres  comme  il  con- 
viendrait  de  le  faire  pour  controler  l'utilisa- 
tion  des  ressources  et  le  rendement  de 
1'exploitation. 


COMMENTAIRES  DU  CONSEIL 


Nous  acceptons  et  sommes  en  train  de  donner 
suite  a  cette  recommandation. 


Nous  acceptons  de  donner  suite  a  cette  recom- 
mandation pendant  l'exercice  en  cours. 


Nous  mettons  presentement  en  pratique  un  nou- 
veau systeme. 


Nous  avons  mis  en  pratique  le  nouveau  systeme. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

Le  Conseil  devrait  faire  entrer  ses  donnees 
budgetaires  dans  les  rapports  financiers  men- 
suels  produits  par  le  ministere  des  Approvi- 
sionnements  et  Services,  et  les  agents  finan- 
ciers devraient  analyser  chaque  mois  les  ecarts 
entre  les  couts  prevus  et  les  couts  reels. 

RAPPORTS  FINANCIERS 

•  Du  point  de  vue  du  fond  et  de  la  forme,  les 
rapports  mensuels  ne  sont  pas  suffisamment 
detailles  pour  que  la  gestion  et  le  controle  fi- 
nanciers soient  efficaces  dans  Jes  directions. 

Les  rapports  financiers  que  le  ministere  des 
Approvisionnements  et  Services  produit  pour 
le  Conseil  devraient  desormais  donner: 

a )  des  renseignements  sur  les  engagements  par 
centre  de  responsabilite; 

b )  des  donnees  budgetaires  par  article  d  'execu- 
tion; et 

c)  des  rapports  par  sous-activite  fondes  sur  les 
elements  d'activite  que  definirait  le  Conseil. 


COMMENTAIRES  DU  CONSEIL 


Cela  se  fait. 


Nous  acceptons  et  sommes  en  train  de  donner 
suite  a  cette  recommandation. 
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MINISTERE  DE  LA  CONSOMMATION  ET  DES  CORPORATIONS 

Observations  et  recommandations  en  date  du  mois  de  novembre  1974 
Commentaires  du  Ministere  en  date  du  mois  d'avril  1975 

L 'etude  n'a  porte  que  sur  les  programmes  relevant  du  sous-ministre  et  a  done  exclu  les 
entites  suivantes: 


Conseil  canadien  de  la  consommation 

Commission  d'appel  des  brevets 

Commission  d'enquete  sur  les  pratiques  restrictives  du  commerce 


OBSERVATIONS  ET 
RECOMMANDATIONS 

LIENS  FONCTIONNELS 

•  Les  services  financiers  et  administratifs  com- 
muniquent  ordinairement  les  systemes,  les 
procedes  et  les  methodes  qu'ils  etablissent,  par 
le  truchement  de  manuels,  de  directives  et 
d'autres  instructions  ecrites,  aux  personnes 
possedant  des  attributions  financieres  au  sein 
des  bureaux  et  des  bureaux  regionaux. 

Les  agents  des  services  financiers  et  adminis- 
tratifs devraient  tenir  des  reunions  regulieres 
plus  frequentes  pour  familiariser  les  agents 
financiers  de  programme  et  des  regions  avec 
la  politique  et  les  methodes  financieres  et  aussi 
pour  permettre  un  echange  de  vues  sur  des 
questions  de  finance. 


•  Les  fonctionnaires  superieurs  des  finances  des 
services  financiers  et  administratifs  devraient 
reunir  regulierement  les  sous-ministres  ad- 
joints  et  les  directeurs  de  direction  pour  leur 
expliquer  l'usage  et  la  nature  des  donnees 
financieres. 

FORMATION  ET  PERFECTIONNEMENT 

•  Les  services  financiers  et  administratifs  ont 
aborde  systematiquement  la  formation  et  le 
perfectionnement.  Le  programme  ne  s'adresse 
toutefois  pas  aux  agents  financiers  et  adminis- 
tratifs qui  sont  responsables  des  finances  au 
sein  des  autres  bureaux  et  des  bureaux 
regionaux. 


COMMENTAIRES  DU  MINISTERE 


Nous  tenons  des  reunions  semestrielles  avec  des 
agents  regionaux  des  finances  et  de  l'administra- 
tion.  Nous  avons  deja  commence  a  reunir  perio- 
diquement  les  usagers  des  systemes  de  la  comp- 
tabilite  de  prix  de  revient.  Nous  organisons  ac- 
tuellement  des  reunions  mensuelles  qui  permet- 
tront  aux  agents  administratifs  de  programme 
de  discuter  de  revolution  de  l'administration 
financiere. 

Nous  elaborons  actuellement  un  programme 
d 'orientation  et  de  formation  financieres  a  1  'in- 
tention de  la  haute  direction  et  avons  provisoire- 
ment  retenu  des  sujets  de  discussion.  Nous  pre- 
voyons  tenir  les  premieres  seances  a  l'automne 
1975. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

Le  Ministere  devrait  offrir  le  programme  aux 
agents  financiers  et  administratifs  des  bureaux 
et  des  bureaux  regionnaux. 

•  Les  fonctionnaires  superieurs  des  services  fi- 
nanciers et  administratifs  devraient  participer 
a  1'evaluation  du  rendement  des  agents  fi- 
nanciers et  administratifs  des  bureaux  et  des 
bureaux  regionaux. 

DIFFUSION  DES  POLITIQUES 
FINANCIERES 

•  Le  Ministere  devrait  achever  le  plus  tot  possi- 
ble son  manuel  d 'administration  financiere. 


•  Les  services  financiers  et  administratifs  de- 
vraient numeroter  pour  fin  de  controle,  les 
directives,  instructions  et  explications  qu'ils 
communiquent  au  personnel  financier  des  bu- 
reaux et  des  bureaux  regionaux. 

CONTROLE  COMPTABLE  DES  DEPENSES 

•  Le  ministere  des  Approvisionnements  et  Ser- 
vices verifie  seulement  le  pouvoir  confere  en 
vertu  de  l'article  26  de  la  Loi  sur  l'administra- 
tion  financiere  et,  il  n'y  a  aucune  methode  au 
sein  du  ministere  de  la  Consommation  et  des 
Corporations  qui  permette  de  verifier  l'au- 
thenticite  des  pouvoirs  de  depenser  et  de 
payer  immediatement,  avant  de  presenter  les 
demandes  de  cheques.  II  pourrait  done  arriver 
que  ses  fonds  publics  soient  detournes  par 
1 'introduction  de  documents  fictifs  dans  le  sys- 
teme  de  paiement. 

Juste  avant  de  presenter  les  demandes  de  che- 
ques au  ministere  des  Approvisionnements  et 
Services,  le  prepose  aux  lots  devrait  verifier 
Pauthenticite  des  signatures  autorisant  et  le 
paiement  et  la  depense. 

•  Les  bureaux  devraient  numeroter  de  facon 
continue  leurs  demandes  de  cheques. 

•  La  division  de  la  comptabilite  financiere  des 
services  financiers  et  administratifs  devrait 
fournir  aux  bureaux  les  pieces  justificatives  a 
l'appui  de  la  facturation  centrale  des  comptes 
qu'elle  impute  a  leurs  budgets. 


COMMENTAIRES  DU  MINISTERE 

Nous  documentons  actuellement  le  programme 
de  formation  et  de  perfectionnement  et  nous 
1  'offrirons  aux  autres  bureaux  et  regions. 
C'est  la  une  recommandation  theoriquement 
bien  fondee  mais  dont  l'execution  est  tres  com- 
plexe.  Nous  en  ferons  une  etude  plus 
approfondie. 


La  redaction  du  manuel  se  fait  de  fa<jon  conti- 
nue. Nous  y  avons  deja  ajoute  les  chapitres  con- 
cernant  la  planification  financiere  et  les  systemes 
de  rapports  de  la  gestion  des  ressources.  Nous  y 
ajouterons  en  1975  les  methodes  de  la  comptabi- 
lite regionale. 
Nous  avons  etabli  cette  pratique. 


Nous  etablirons  cette  pratique  au  cours  de  1975. 


Nous  avons  etabli  cette  pratique. 
Nous  avons  etabli  cette  pratique. 
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COMMENTAIRES  DU  MINISTERE 


REVENUS 

•  Le  Ministere  devrait  faire  figurer  ses  metho- 
des  d'examen  des  revenus  et  son  bareme  de 
frais  dans  son  manuel  d 'administration 
financiere. 

•  Le  Ministere  devrait  passer  les  frais  en  revue 
une  fois  par  annee  et  les  decisions  qui  en  de- 
coulent  devraient  etre  bien  decrites  afin  d'en 
assurer  la  continuity  au  cours  des  ans. 


VERIFICATION  INTERNE 

•  Le  directeur  des  services  financiers  et  admi- 
nistratifs  a  la  charge  de  diriger  la  division  de 
la  verification  interne  et  regie  done  le  nombre 
et  la  portee  des  verifications  a  effectuer. 

Le  sous-ministre  devrait  passer  en  revue  un 
rapport  annuel  que  le  verificateur  interne  en 
chef  preparerait  pour  resumer  le  champ  d 'ap- 
plication des  verifications  effectuees  durant 
1 'annee,  ses  conclusions,  les  mesures  correcti- 
ves apportees  et  les  questions  encore  en 
suspens. 

•  Le  personnel  de  la  verification  interne  a,  dans 
le  passe,  ete  appele  a  elaborer  des  systemes 
qu'il  doit  par  la  suite  verifier  lui-meme.  II  lui 
est  alors  impossible  de  demeurer  objectif. 

Le  personnel  de  la  verification  interne  ne  de- 
vrait s'occuper  que  de  verification. 

PREVISIONS  DE  PROGRAMME/BUDGET 
PRINCIPAL  DES  DEPENSES 

•  La  haute  direction  devrait  en  temps  opportun 
communiquer  par  ecrit  ses  priorites  a  chaque 
niveau  de  l'organisation  responsable  de  la 
preparation  des  budgets. 

•  Le  Ministere  peut  continuer  a  faire  entrer  les 
depenses  du  service  des  operations  exterieures 
dans  les  elements  d'activite  qu'il  seconde;  ce- 
pendant,  il  devrait  examiner  le  plus  tot  possi- 
ble les  liens  financiers  qui  existent  entre  le 
service  et  les  autres  bureaux  du  Ministere  afin 
d  'en  preciser  la  hierarchic 


Nous  incorporerons  notre  politique  d'examen 
des  revenus  au  manuel.  Etant  donne  le  grand 
nombre  de  taux  et  de  baremes  en  cause,  nous  ne 
mentionnerons  dans  le  manuel,  que  les  sources 
des  taux  autorises. 

L'etablissement  des  frais  est  tres  complexe.  II 
faut  fixer  non  seulement  les  frais,  mais  aussi 
leurs  modalites  d 'application,  par  le  truchement 
d'un  reglement,  voire  de  modifications  a  la  loi. 
Nous  projetons  done  de  passer  les  frais  en  revue 
sur  une  base  cyclique  s'etendant  approximative- 
ment  sur  trois  ans. 


Le  sous-ministre  passera  en  revue  le  premier 
rapport  annuel  pour  1 'annee  financiere  terminee 
le  3 1  mars  1975,  et  qui  paraitra  enjuin  1975. 


Nous  avons  etabli  cette  pratique. 


Nous  etablirons  cette  pratique  au  cours  de  1975. 


Nous  avons  renvoye  cette  question  a  un  sous- 
comite  de  notre  comite  de  direction  et  demande 
a  un  conseiller  d 'en  faire  une  etude. 
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Dans  les  augmentations  d'effectifs  prevues  au 
budget,  le  Ministere  suppose  ordinairement 
qu'il  trouvera  les  personnes  competentes  ne- 
cessaires  le  moment  venu,  aux  taux  de  traite- 
ment  correspondants  a  la  classification  des 
postes. 

Les  annees-hommes  et  les  fonds  prevus  au 
Budget  des  depenses  devraient  refleter  les  li- 
mites  imposees  par  les  methodes  de  recrute- 
ment  et  par  les  conditions  previsibles  du  mar- 
che  de  l'emploi. 

Le  Ministere  devrait  preparer  et  instaurer  un 
programme  officiel  d 'application  du  systeme 
de  mesure  du  rendement  de  1 'exploitation 
(S.M.R.E.).  II  devrait  redoubler  ses  efforts 
pour  en  achever  la  mise  en  application  et  fixer 
les  attributions  de  chacun  des  responsables. 


Le  Ministere  devrait  expliquer  de  facon  for- 
melle  les  facteurs  qui  ont  fait  que  des  fonds 
sont  devenus  perimes  pour  qu'on  en  tienne 
compte  dans  les  budgets  ulterieurs. 
Pour  chaque  programme  on  prepare  un  plan 
operationnel  dont  le  Ministere  se  sert  pour 
etablir  ses  previsions  de  programme.  Dans  le 
passe,  le  Ministere  n'a  pas  tenu  ces  plans  ope- 
rationnels  a  jour  pour  tenir  compte  des  chan- 
gements  subsequents  apportes  aux  niveaux  des 
budgets. 

Le  Ministere  devrait  reviser  et  ventiler  a  nou- 
veau  ces  plans  operationnels  pour  les  faire 
corresponds  au  budget  principal  des  depen- 
ses approuve. 

Le  Ministere  devrait  elaborer  des  politiques 
officielles,  ayant  trait  a  la  presentation  du  bud- 
get au  Conseil  du  tresor,  qui  s'appliqueraient 
notamment:  a  la  nature,  la  documentation  la 
revision,  la  critique,  l'approbation,  la  verifi- 
cation independante  de  l'exactitude  des  cal- 
culs  et  des  pieces  a  1  'appui. 


COMMENTAIRES  DU  MINISTERE 


Nous  rejetons  cette  recommandation,  car  les  res- 
sources  humaines  et  monetaires  prevues  au  Bud- 
get des  depenses  sont  fondees  sur  les  besoins  en 
ressources  plutot  que  sur  les  conditions  du  mar- 
che  de  l'emploi  ou  des  contraintes 
administratives. 

Presque  la  moitie  (48%)  des  ressources  deman- 
dees  pour  1976-1977  etait  fondee  sur  des  don- 
nees  du  (S.M.R.E.).  Nous  estimons  qu'environ 
50%  du  reste  ne  peuvent  pas  etre  quantifies;  les 
mesures  ne  devraient  done  etre  que  des  proratas 
de  depenses.  Nous  n'avons  pas  etabli  d'indica- 
teurs  dans  plusieurs  des  autres  domaines  parce 
que  les  modifications  de  la  loi  pourraient  chan- 
ger completement  les  mesures. 
Aussitot  que  nous  connaitrons  la  situation  defi- 
nitive de  Pannee  1974-1975,  nous  mettrons  cette 
recommandation  en  pratique. 


Nous       avons       donne       suite 
recommandation. 


Nous       avons       donne       suite 
recommandation. 


cette 


cette 


234 


OBSERVATIONS  ET 
RECOMMANDATIONS 

BUDGETS  DES  CENTRES  DE 
RESPONSABILITE 

•  A  l'heure  actuelle,  le  Ministere  etablit  son 
budget  principal  des  depenses  dans  un  double 
but:  justifier  les  demandes  de  ressources  pre- 
sentees au  Conseil  du  tresor  et  fixer  en  detail 
le  budget  de  chaque  element  d'activite.  Le 
budget  principal  des  depenses  est  prepare 
dans  un  cadre  bien  defini  de  fa<jon  a  se  confor- 
mer  rigoureusement  aux  regies  du  Conseil  du 
tresor  et,  de  ce  fait,  ne  correspond  pas  toujours 
aux  exigences  d  'un  budget  par  centres  de  res- 
ponsabilite qui  reflete  la  realite. 

Chaque  centre  de  responsabilite  devrait  eta- 
blir  un  budget  plus  realiste. 

•  Pour  s 'assurer  que  tous  les  niveaux  hierarchi- 
ques  s'en  tiennent  aux  budgets  approuves,  le 
Ministere  devrait  etablir  et  decrire  dans  son 
manuel  d 'administration  financiere  les  roles 
qu'ils  doivent  jouer  dans  le  processus 
budgetaire. 

•  Pour  s 'assurer  que  les  gestionnaires  de  centres 
de  responsabilite  s'en  tiennent  a  leur  budget 
et  au  processus  budgetaire,  le  Ministere  de- 
vrait leur  expliquer  les  modifications  que  le 
Conseil  du  tresor,  les  bureaux  ou  lui-meme 
apportent  aux  budgets. 

•  La  plupart  des  budgets  mensuels  des  centres 
de  responsabilite  ne  tiennent  pas  compte  des 
fluctuations  previsibles  des  depenses  mensuel- 
les  au  comptant,  et  ne  font  en  substance  que 
repartir  le  budget  annuel  en  douze  parties 
egales.  La  comparaison  entre  les  depenses  pre- 
vues  et  les  depenses  reelles  est  souvent  sans 
interet,  voire  trompeuse  en  raison  du  fait  que 
les  depenses  reelles  sont  inscrites  selon  le 
mode  de  la  comptabilite  de  caisse. 

Les  budgets  mensuels  devraient  se  fonder  sur 
des  previsions  realistes  de  depenses  et  etre 
prepares  sur  la  meme  base  que  les  inscriptions 
de  depenses.  La  comparaison  entre  les  depen- 
ses prevues  et  les  depenses  reelles  a  ce  jour  qui 
figurent  dans  les  rapports  financiers  devrait 
etre  etayee  par  une  bonne  analyse  des  ecarts. 

•  Des  qu'il  les  connait,  le  Ministere  devrait  in- 
corporer  les  reserves  pour  salaires  et  les  pri- 
mes de  vie  chere  aux  sommes  prevues  a  la 
rubrique  budget  dans  les  rapports. 


COMMENTAIRES  DU  MINISTERE 


Nous  avons  apporte  un  certain  nombre  d 'ame- 
liorations aux  budgets  des  centres  de 
responsabilite. 

Le  groupe  de  la  planification  financiere  fera  l'e- 
tude  de  cette  question  au  cours  de  l'ete  1 975. 


Nous  fournissons  deja  ces  explications.  Mais,  a 
cause  de  la  limitation  des  ressources,  les  gestion- 
naires ne  se  sentent  pas  toujours  tenus  par  leur 
budget.  Une  formation  financiere  plus  accentuee 
permettra  de  donner  suite  a  cette 
recommandation. 


Nous  avons  apporte  un  certain  nombre  d 'ame- 
liorations a  nos  budgets  mensuels. 


Nous  etablirons  cette  pratique  au  cours  de  1 975. 
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•  Le  manuel  budgetaire  du  Ministere  devrait 
inclure  les  methodes  qui  requierent  que  toute 
modification  du  budget  doit  figurer  dans  le 
systeme  comptable  du  Ministere,  et  les  fonc- 
tionnaires  superieurs  des  bureaux  et  des  ser- 
vices financiers  et  administratifs  devraient  en 
assurer  la  mise  en  vigueur. 

DEPENSES  PREVUES 

•  Les  previsions  que  le  Ministere  fait  chaque 
mois  laissent  voir  les  annees-hommes  inscrites 
au  budget  et  celles  utilisees  ainsi  que  les  de- 
penses  a  ce  jour  et  extrapolisent  les  sommes 
perimees  ou  le  deficit  budgetaire. 

Les  previsions  d 'utilisation  des  annees-hom- 
mes et  de  depenses  (rapport  de  l'utilisation 
des  ressources)  ne  tiennent  compte  ni  de  l'ef- 
fet  du  renouvellement  des  employes  en  place 
ni  de  la  difficulte  a  augmenter  les  effectifs  nets, 
a  cause  de  la  dotation  de  postes  vacants  a  me- 
me  les  employes  du  Ministere.  Les  previsions 
de  dates  futures  d'embauche  dans  les  regions, 
ne  sont  pas  revues  par  l'autorite  competente 
appropriee,  afin  de  voir  si  elles  sont 
realisables. 

Les  previsions  d 'utilisation  des  annees-hom- 
mes et  de  depenses  en  salaires  devraient  tenir 
rigoureusement  compte  du  remplacement  des 
employes  en  place  et  de  FefTet  de  cascade  de  la 
dotation  de  postes  vacants  a  meme  les  effectifs 
du  Ministere.  L'autorite  competente  devrait 
passer  en  revue  les  previsions  de  dates  futures 
d'embauche  dans  les  regions. 

•  Le  systeme  de  rapports  de  la  planification  de 
la  main-d  'oeuvre  est  construit  de  facon  a  four- 
nir  des  rapports  sur  1  'effectif  courant  et  sur  les 
couts  de  main-d 'oeuvre  prevus  pour  le  reste 
de  l'annee.  A  l'heure  actuelle,  le  systeme  de 
rapports  de  la  planification  de  la  main-d 'oeu- 
vre n'est  pas  immediatement  et  regulierement 
mis  a  jour  lorsque  les  conventions  collectives 
sont  signees,  ce  qui  entraine  des  erreurs  de 
prevision  des  depenses. 

Le  systeme  de  rapports  de  la  planification  de 
la  main-d 'oeuvre  devrait  etre  mis  a  jour  des 
qu'une  convention  collective  est  signee. 


Nous       avons 
recommandation. 


COMMENTAIRES  DU  MINISTERE 

donne       suite       i 


cette 


Nous  tiendrons  compte,  dans  nos  prochaines 
previsions,  du  remplacement  des  employes  en 
place  et  de  l'effet  de  cascade  de  la  dotation  de 
postes  vacants  a  meme  nos  effectifs.  L'autorite 
competente  passe  maintenant  en  revue  les  previ- 
sions de  dates  futures  d'embauche  dans  les 
regions. 


Cette  recommandation  provient  du  fait  que  l'e- 
tude  a  ete  effectuee  au  moment  oil  nous  etions  en 
train  de  modifier  le  systeme  de  main-d 'oeuvre  et 
qu'un  nombre  de  conventions  avait  ete  signe 
juste  avant  ces  modifications.  Nous  faisons 
maintenant  les  mises  a  jour  des  que  nous  en 
sommes  avises. 
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Les  previsions  de  depenses  non  salariales  se 
fondent  sur  les  estimations  des  gestionnaires 
des  centres  de  responsabilite. 

Les  services  financiers  et  administratifs  de- 

vraient  dresser  des  lignes  directrices  sures 

concernant  les  previsions  de  depenses  non 

salariales. 

En  septembre  1974,  le  Ministere  n'a  pas  pu- 

blie  de  rapport  de  Futilisation  des  ressources  a 

cause  d  'autres  priorites. 

On  devrait  preparer,  chaque  mois,  un  rapport 
de  1  'utilisation  des  ressources. 
Le  supplement  de  renseignements  qui  accom- 
pagne  les  rapports  de  1  'utilisation  des  ressour- 
ces est  superflu  et  n'apporte  aucune  precision 
utile;  de  plus,  chaque  bureau  le  presente  a  sa 
facon. 

Les  services  financiers  et  administratifs  de- 
vraient  preciser  la  nature  du  supplement  de 
renseignements  qui  doit  accompagner  les  rap- 
ports de  1 'utilisation  des  ressources.  Chaque 
centre  de  responsabilite  devrait  en  outre  le 
presenter  de  facon  uniforme. 
Le  Ministere  devrait  inclure  tous  les  engage- 
ments reels  et  eventuels  dans  les  rapports  de 
Futilisation  des  ressources  destines  aux  centres 
de  responsabilite  des  services  des  operations 
exterieures. 


COMMENTAIRES  DU  MINISTERE 


Nous  etudierons  plus  a  fond  cette  recommanda- 
tion  au  cours  de  1975. 


Nous  avons  etabli  cette  pratique. 


En  1975-1976,  les  rapports  prendront  une  forme 
differente  et  contiendront  une  note  explicative, 
lis  seront  fonction  des  exigences  de  chaque  sous- 
ministre  adjoint,  puisque  les  besoins  varient 
d'un  programme  a  l'autre. 

Nos  bureaux  regionaux  emploient  maintenant 
un  nouveau  rapport  hebdomadaire  de  depenses 
qui  montre  le  detail  de  leurs  engagements. 


ENGAGEMENTS 

•  Comme  le  prevoit  le  manuel  d 'administration 
financiere  du  Ministere,  les  gestionnaires  des 
centres  de  responsabilite  devraient  mettre 
leurs  listes  d 'engagements  a  jour  une  fois  par 
mois. 

•  Les  engagements  devraient  etre  inscrits  dans 
les  systemes  de  comptabilite  regionale  et  figu- 
rer  dans  les  rapports  financiers  regionaux 
pertinents. 

AUTRES  ASPECTS  DU  CONTROLE 
BUDGETAIRE 

•  D'une  annee  a  l'autre  il  arrive  que  certains 
frais  sont  imputes  aux  credits  sur  une  base  qui 
n'est  pas  uniforme. 


Nous  avons  demande  aux  divers  centres  de  res- 
ponsabilite de  s'en  tenir  au  manuel. 


Nous  avons  etabli  cette  pratique. 
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Le  Ministere  devrait  repartir  les  frais  entre  les 
credits  dans  le  meme  ordre  que  le  fait  le  Bud- 
get des  depenses. 


Les  analystes  budgetaires  sont  souvent  sans 
experience  et  ne  possedent  pas  la  competence 
voulue  pour  bien  seconder  les  gestionnaires 
des  centres  de  responsabilite. 

Le  ministere  devrait  tenter  de  faire  relever  la 
classification  des  postes  d'analyste  budgetaire. 


SYSTEMES  ET  RAPPORTS  FINANCIERS 

•  Les  operations  financieres  du  Ministere  sont 
inscrites  dans  deux  systemes  financiers  offi- 
ciels  lesquels  sont  distincts.  En  plus  d'utiliser 
les  services  de  rapports  financiers  du  ministere 
des  Approvisionnements  et  Services,  le  Minis- 
tere maintient  son  propre  systeme  de  rapports 
financiers  sur  ordinateur. 

Les  donnees  d 'entree  qui  servent  dans  les 
deux  systemes  sont  presque  toutes  rassemblees 
separement.  Non  seulement  cette  pratique  est 
inefficace,  mais  encore  elle  est  source  de  diver- 
gence entre  les  totaux  de  depenses  montres 
aux  rapports  provenant  des  deux  systemes. 

Le  Ministere  devrait  echanger  avec  le  ministe- 
re des  Approvisionnements  et  Services,  des 
donnees  de  depenses  sous  une  forme  assimila- 
ble par  un  ordinateur. 

•  Les  usagers  des  rapports  financiers  qui  recoi- 
vent  une  copie  emanant  des  deux  systemes 
officiels  ne  recoivent  pas  de  conciliation  des 
totaux  de  depenses  provenant  des  deux 
systemes. 

Un  fonctionnaire  superieur  des  finances  du 
Ministere  devrait  passer  en  revue  et  parapher 
les  conciliations  des  etats  financiers  et  en  faire 
parvenir  une  copie  aux  recipiendaires  des  rap- 
ports de  depenses  en  cause. 


COMMENTAIRES  DU  MINISTERE 

Nous  acceptons  cette  recommandation  en  prin- 
cipe  et,  de  fait,  nous  l'appliquons  pour  ainsi  dire 
toujours.  Cependant,  les  couts  de  certains  ser- 
vices ont  augmente,  a  la  suite  des  reamenage- 
ments  des  priorites  de  nos  divers  programmes  et 
de  la  modification  imprevue  de  nos  projets,  et  en 
raison  de  cela,  on  a  impute  les  couts  de  ces  ser- 
vices aux  secteurs  qui  ont  engendre  ces 
modifications. 


Nous  avons  fait  relever  les  postes  d'analyste 
budgetaire  d'un  niveau  de  classification  et  pour- 
suivons  l'etude  de  cette  question. 


Nous  avons  etudie  cette  recommandation.  Puis- 
que  nous  envoyons  actuellement  un  grand  nom- 
bre  de  petits  lots  de  donnees  d 'entree  servant  a 
plusieurs  systemes  du  M.A.S.,  il  nous  est  impos- 
sible d'y  donner  suite  pour  le  moment. 


Bon  nombre  de  ces  conciliations  etaient  deja 
passees  en  revue  et  paraphees  par  des  fonction- 
naires  superieurs  des  finances  et  ils  le  seront  tous 
a  l'avenir.  II  n'y  aura  peut-etre  plus  lieu  d'en- 
voyer  ces  documents  a  l'exterieur  de  la  division 
une  fois  que  nous  aurons  donne  suite  aux  autres 
recommandations  de  la  presente  section. 
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•  Le  Ministere  devrait  eliminer  les  systemes 
comptables  supplementaires  maintenus  dans 
les  centres  de  responsabilite. 

•  Chaque  region  tient  un  systeme  manuel  de 
registres  comptables  de  depenses  qui  est  inde- 
pendant  du  systeme  officiel  des  rapports 
financiers. 

Les  systemes  comptables  regionaux  devraient 
etre  integres  au  systeme  des  rapports  de  de- 
penses du  Ministere. 

•  Les  systemes  comptables  regionaux  et  les  rap- 
ports de  la  gestion  de  l'encaisse  du  Ministere 
devraient  separer  les  divers  elements  d  'activi- 
te  du  Programme  de  la  consommation. 

•  Le  Ministere  devrait  envoyer  ses  releves  som- 
maires  des  revenus  aux  centres  de  responsabi- 
lite qui  effectuent  la  perception. 

EMPLOI  DES  RAPPORTS  FINANCIERS 

•  Les  rapports  de  la  gestion  de  l'encaisse  du 
ministere  devraient  etre  prepares  pour  tous  les 
centres  de  responsabilite  qui  ont  des  responsa- 
bilites  budgetaires  et  le  pouvoir  de  depenser. 

•  Les  services  financiers  et  administratifs  de- 
vraient identifier  les  rapports  qui  sont  utiles  et 
necessaires  aux  centres  de  responsabilite  et  eli- 
miner les  autres. 

•  Le  Ministere  devrait  simplifier  les  releves 
sommaires  destines  a  la  haute  direction. 

•  Le  Ministere  met  actuellement  trop  de  temps 
a  transmettre  aux  usagers  les  rapports  du  mi- 
nistere des  Approvisionnements  et  Services. 

Le  Ministere  devrait  avoir  recours  au  service 
de  distribution  des  rapports  offert  par  le  mi- 
nistere des  Approvisionnements  et  Services. 


COMMENTAIRES  DU  MINISTERE 

Nous  eliminerons  les  systemes  supplementaires, 
oil  il  y  a  double  emploi,  une  fois  que  nous  aurons 
analyse  les  besoins  de  chaque  centre  de 
responsabilite. 


Nous  donnerons  suite  a  cette  recommandation 
au  cours  de  1975. 

Nous  etudierons  plus  a  fond  cette  question  en 
1975. 


Nous  donnerons  suite  a  cette  recommandation 
au  cours  de  1975. 


Nous  donnerons  suite  a  cette  recommandation 
au  cours  de  1975. 


Les  services  financiers  et  administratifs  font  ac- 
tuellement une  etude  complete  de  cette  question, 
en  vue  de  l'application  de  la  recommandation. 

Nous  donnerons  suite  a  cette  recommandation 
dans  le  cadre  de  l'etude  mentionnee  ci-dessus. 


L'etude  speciale  mentionnee  plus  haut  nous  dira 
s'il  y  a  lieu  de  continuer  a  distribuer  nous-me- 
mes  les  rapports  du  ministere  des  Approvision- 
nements et  Services. 


COMPTABILITE  D'EXERCICE 

•  A  l'heure  actuelle,  les  rapports  financiers  ne 
font  etat  que  des  depenses  au  comptant. 

Les  rapports  financiers  du  Ministere  devraient 
indiquer  tous  les  frais  courus  importants. 

SYSTEME  DES  RAPPORTS  DE  LA 
GESTION  DES  RESSOURCES 

•  Le  systeme  des  rapports  de  la  gestion  des  res- 
sources  fait  etat  de  renseignements  orientes 
sur  certains  des  elements  d'activite  du 
Ministere. 


Nous  donnerons  suite  a  cette  recommandation 
au  cours  de  1975. 
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RECOMMANDATIONS 

Le  Ministere  devrait  ameliorer  l'exactitude  et       Nous  avons  deja  commence  a  mettre  cette  re- 
l'utilite  des  rapports  produits  par  le  systeme       commandation  en  pratique;  nous  terminerons 
des  rapports  de  la  gestion  des  ressources:  en       au  cours  de  l'annee  1975. 
verifiant  bien  les  donnees  d 'entree  au  systeme; 
en  verifiant  les  erreurs  de  dactylographie  ou 
autres  qui  se  sont  glissees  dans  les  rapports;  en 
comparant  le  rendement  prevu  et  reel;  et  en 
redigeant  une  bonne  analyse  supplementaire. 
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MINISTERE  DE  LA  DEFENSE  NATIONALE 

Observations  et  recommandations  en  date  du  15  juillet  1975 
Commentaires  du  Ministere  en  date  du  mois  d'aout  1975 


Notre  etude  a  porte  sur  tous  les  elements  du  Ministere  relevant  du  sous-ministre  et  du 
chef  de  l'Etat-major  de  la  defense.  Elle  a  done  expressement  exclu  le  Conseil  de  recherches 
pour  la  defense,  la  Construction  de  defense  (1951)  Limitee  et  toutes  les  operations  du 
Ministere  faisant  appel  a  des  fonds  non  publics. 


OBSERVATIONS  ET 
RECOMMANDATIONS 

ORGANISATION 

•  A  l'heure  actuelle,  e'est  au  chef  des  services 
financiers,  et  non  au  sous-ministre  adjoint  (S.- 
M.A.)  aux  finances,  qu'incombe  la  responsa- 
bilite  des  systemes  d 'administration  financiere 
du  Ministere,  du  fait  que  le  directeur  general 
de  la  verification  comptable  releve  directe- 
ment  du  S.M.A.  aux  finances.  Cependant,  lors- 
que  le  Ministere  aura  cree  son  comite  de  veri- 
fication, il  respectera  mieux  l'esprit  des  lignes 
directrices  du  Conseil  du  tresor  en  confiant 
cette  responsabilite  au  S.M.A.  aux  finances.  Le 
directeur  general  de  la  verification  comptable 
relevera  alors  d  'un  groupe  independant. 

•  Le  S.M.A.  aux  finances  et  le  chef  des  services 
financiers,  ainsi  que  leur  personnel  financier 
de  soutien  au  quartier  general,  ont  tous  un 
role  de  service  et  un  role  de  controle  financier 
a  jouer  au  Ministere.  Ces  roles  ne  peuvent 
toujours  etre  assumes  simultanement. 

Le  S.M.A.  aux  finances  devrait  etre  nomme 
responsable  des  systemes  d 'administration 
financiere  du  Ministere. 


L'equipe  financiere  du  quartier  general  de- 
vrait disposer  d'un  employe  dont  la  seule 
fonction  serait  de  s 'assurer  de  l'existence  de 
systemes  appropries  de  controle  interne  et 
d'en  mettre  en  place  ou  ils  font  defaut.  Cette 
personne  devrait  aussi  etre  chargee  de  tenir  a 
jour  le  manuel  financier  mentionne  plus  loin. 
Elle  releverait  directement  du  chef  des  ser- 
vices financiers. 


COMMENTAIRES  DU  MINISTERE 


Nous  sommes  d 'accord.  Nous  avons  etabli  le 
comite  de  verification;  il  fournira  en  toute  inde- 
pendance  au  directeur  general  de  la  verification 
comptable  des  directives  conformes  a  l'esprit  des 
lignes  directrices  du  Conseil  du  tresor. 

Nous  sommes  d 'accord.  La  reorganisation  exi- 
gee  n'etant  pas  majeure,  nous  devrions  pouvoir 
la  faire  avant  la  fin  de  1'annee  financiere  en 
cours. 
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RELATIONS  FONCTIONNELLES  DES 
AGENTS  FINANCIERS 

•  Afin  que  les  responsabilites  rinancieres  soient 
exercees  convenablement,  il  faudrait: 

a)  qu'un  fonctionnaire  superieur  des  finances 
au  sein  des  services  du  S.M.A.  aux  finances 
dirige  fonctionnellement  les  controleurs  de 
commandement  et  les  agents  financiers  qui, 
au  quartier  general,  ne  font  pas  partie  de 
ces  services;  et 

b)  que  les  controleurs  de  commandement  peu 
familiers  avec  les  finances  recoivent  une  for- 
mation precise  dans  ce  domaine,  qui  com- 
prendrait  une  periode  d 'initiation  dans  les 
services  du  S.M.A.  aux  finances,  avant  d'en- 
trer  en  fonctions. 

MANUEL  FINANCIER 

•  Le  Ministere  devrait  achever  des  que  possible 
son  manuel  financier  et  en  prevoir  officiel- 
lement  la  mise  a  jour  une  fois  qu'il  sera  pu- 
blie.  La  mise  a  jour  du  manuel  devrait  incom- 
ber  au  membre  de  l'equipe  financiere  du 
quartier  general  qui  s'occupe  des  systemes  de 
controle  interne  dont  il  a  ete  question  plus 
haut. 

COMPTABILITE  PAR  CENTRE  DE 
RESPONSABILITE 

•  Le  quartier  general  a  la  haute  main  sur  75% 
des  fonds  de  fonctionnement  du  Ministere 
tandis  que  les  commandements,  les  bases  et  les 
autres  unites  operationnelles  disposent  de 
25%.  En  fait,  les  gestionnaires  des  centres  de 
responsabilite  locaux  ont  droit  de  regard  sur 
une  petite  partie  seulement  de  ces  25%. 

Le  controle  budgetaire  ne  devrait  etre  confie 
aux  gestionnaires  des  centres  de  responsabilite 
qu'a  l'egard  des  activites  qui  relevent  directe- 
ment  de  leur  competence.  II  faudrait  reduire  le 
nombre  de  centres  de  responsabilite  afin  d'eli- 
miner  ceux  qui  n'ont  pas  d'autorite  veritable 
sur  le  fonctionnement. 

PROGRAMMES  DE  SOUTIEN  DU 
PERSONNEL  (FONDS  NON  PUBLICS) 

•  Divers  programmes  de  soutien  sont  offerts  au 
personnel  militaire  des  etablissements  de  la 
Defense  nationale,  notamment  aux: 

a)     economats; 


COMMENTAIRES  DU  MINISTERI 


Nous  sommes  d 'accord.  Notre  nouveau  manuel 
financier,  auquel  nous  travaillons  depuis  un  an, 
paraitra  sous  peu;  il  devrait  ameliorer  sensible- 
ment  les  communications. 


Nous  sommes  d 'accord.  Nous  prendrons  les  me- 
sures  necessaires. 


Nous  sommes  d 'accord.  Nous  terminerons  le 
manuel  financier  dans  les  delais  et  le  publierons 
cette  annee.  Nous  en  confierons  la  mise  a  jour  a 
une  personne  precise,  dans  le  cadre  de  la  reorga- 
nisation mentionnee  plus  haut. 


Nous  sommes  d 'accord.  II  convient  cependant  de 
souligner  que  le  controle  des  debours  continuera 
d'etre  decentralise,  car  c'est  aux  plus  bas  niveaux 
possibles  qu'il  faut  appliquer  la  politique 
d  'economies. 
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b)  mess  et  instituts;  et 

c)  installations  de  loisirs  et  d 'education 
physique. 

•  Le  controle  et  l'administration  des  fonds,  des 
installations  et  des  programmes  non  publics 
incombent  directement  au  commandant  d'u- 
nite  et,  en  fin  de  compte,  au  chef  de  l'Etat- 
major  de  la  defense.  II  existe  une  certaine  aide 
publique  sous  forme  de  ressources  humaines 
et  de  financement  direct  du  Ministere. 

Deux  mesures  sont  necessaires  si  1  'on  veut  que 
les  responsabilites  relatives  aux  fonds  non  pu- 
blics puissent  etre  exercees  convenablement 
sans  interaction  avec  les  responsabilites  relati- 
ves aux  fonds  publics: 

a)  les  gestionnaires  du  Ministere  exercant  des 
responsabilites  en  matiere  de  fonds  non  pu- 
blics devraient  disposer  d'un  personnel  fi- 
nancier suffisant  et  qualifie; 

b)  il  faudrait  que  des  verificateurs  possedant  la 
formation  necessaire  procedent  au  moins 
une  fois  1'an  au  controle  financier  de  tous 
les  fonds  non  publics. 

DELEGATIONS  DE  SIGNATURE  DES 
DOCUMENTS  FINANCIERS 

•  Les  delegations  de  signature  des  documents 
financiers  sont  etablies: 

a)  dans  des  documents  signes  par  le  Ministre 
et  le  sous-ministre;  et 

b)  dans  de  nombreux  passages  de  diverses  pu- 
blications qui  limitent  1'exercice  du  pouvoir 
de  depenser. 

•  On  a  redige,  mais  pas  encore  publie,  un  docu- 
ment traitant  de  tous  les  aspects  des  delega- 
tions de  pouvoirs. 

•  II  faudrait  publier  les  revisions  des  delegations 
de  signature  des  documents  financiers,  qui 
prevoiraient,  dans  un  seul  document  complet: 

a)  que  le  pouvoir  de  depenser  doit  etre  exerce 
par  les  gestionnaires  et  celui  de  payer  par 
les  agents  financiers  et  que  les  pouvoirs  de 
depenser  et  de  payer  doivent  toujours,  a  re- 
gard d'une  operation  donnee,  etre  exerces 
par  des  personnes  differentes; 


COMMENTAIRES  DU  MINISTERE 


Nous  sommes  d 'accord.  Une  decision  d 'orienta- 
tion doit  etre  prise  concernant  la  portee  de  l'aide 
publique  supplementaire  a  fournir. 


Nous  sommes  d 'accord.  Comme  l'indique  ('ob- 
servation, nous  avons  redige  un  document  qui 
satisfait  a  toutes  les  recommandations;  il  parai- 
tra  en  octobre  1975. 
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b)  des  limites  imposees  aux  pouvoirs  de  de- 
penser  et  de  payer  selon  le  grade  militaire 
ou  le  rang  civil  equivalent. 

METHODES  DE  VERIFICATION  A  PRIORI 

•  La  verification  a  priori  ne  comporte  ni  le  con- 
trole  des  signatures  attestant  le  pouvoir  de  de- 
penser,  ni  la  correction  des  codes  financiers,  ni 
la  mise  en  lots  des  demandes  de  cheque  en- 
voyees  au  ministere  des  Approvisionnements 
et  Services.  Le  Ministere  revise  actuellement  le 
document  qui  definit  la  marche  a  suivre  par 
les  preposes  a  la  verification  a  priori. 

II  faudrait  que,  avant  1  'envoi  des  demandes  de 
cheque  au  ministere  des  Approvisionnements 
et  Services,  la  verification  a  priori  soit  attestee 
par  l'apposition  d'un  timbre  qui  garantirait 
que  toutes  les  taches  prescrites  ont  ete 
accomplies. 

CONTROLE  DES  REVENUS  ET  DES 
COMPTES  A  RECEVOIR 

Toutes  les  factures  devraient  faire  l'objet  d'u- 
ne  ecriture  dans  le  livre  auxiliaire  des  comptes 
a  recevoir,  et  il  faudrait  tenir  un  compte  de 
controle  independant  des  soldes  des  comptes  a 
recevoir  relevant  du  quartier  general. 

CONTROLE  MATERIEL  DES  STOCKS 

•  Le  Ministere  a  pour  principe  de  verifier  la 
quantite  des  articles  inscrits  aux  registres  per- 
manents  en  denombrant  au  moins  tous  les 
trois  ans  les  categories  de  stock.  Au  cours  des 
quelque  douze  derniers  mois,  les  registres  per- 
manents  tenus  auparavant  par  les  depots 
d'approvisionnement  et  les  centres  d'approvi- 
sionnement  des  bases  ont  ete  transposes  au 
systeme  revise  d'approvisionnement  des  For- 
ces canadiennes.  On  n'a  pas  fait  de  denombre- 
ments  a  l'instauration  du  nouveau  systeme,  et 
certains  centres  d'approvisionnement  n'ont 
pas  encore  mis  au  point  de  plan  afin  de  les 
poursuivre. 


COMMENTAIRES  DU  MINISTERE 


Nous  sommes  d 'accord.  Nous  revisons  actuelle- 
ment le  document  mentionne  dans  les  observa- 
tions; il  paraitra  en  Janvier  1976.  Un  timbre  du 
genre  recommande  est  maintenant  en  usage 
dans  certains  des  gros  depots  d'approvisionne- 
ment et  son  emploi  sera  etendu. 


Nous  sommes  d 'accord.  Le  compte  independant 
de  controle  est  en  voie  de  creation. 
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Le  chef  de  l'approvisionnement  devrait,  en 
entretenant  des  contacts  avec  les  comman- 
dants de  depot  ainsi  que  les  officers  d'approvi- 
sionnement  des  commandements  et  bases, 
veiller  a  ce  que  tous  les  centres  d 'approvision- 
nement,  conformement  a  la  politique  du  Mi- 
nistere,  mettent  au  point  et  appliquent  dans 
les  delais  voulus  un  plan  de  denombrement  au 
moins  trisannuel  de  toutes  les  categories  de 
stock  relevant  d'eux. 

COMPTABILITE  DES  STOCKS 

•  Les  articles  de  stock  sont  repartis  en  trois 
categories: 

a)  equipement  et  vehicules; 

b)  pieces  de  rechange  et  reserves;  et 

c)  fournitures  consomptibles. 

•  Le  niveau  des  stocks  et  l'utilisation  des  deux 
premieres  categories  d 'articles  sont  dictes  par 
les  besoins  militaires  mais,  pour  la  troisieme 
categorie,  l'usage  des  stocks  peut  etre  controle 
par  les  gestionnaires  des  centres  de 
responsabilite. 

•  Les  previsions  de  programme,  le  Budget  prin- 
cipal des  depenses,  les  budgets  de  fonctionne- 
ment  et  les  Comptes  publics  du  Canada  ne 
revelent  que  les  achats  prevus  et  reels  d'appro- 
visionnement,  et  non  leur  utilisation.  En  ou- 
tre, les  articles  stockes  a  l'echelon  national 
sont  gratuits  tandis  que  les  articles  obtenus  sur 
place  doivent  etre  imputes  aux  fonds  geres 
localement  par  les  ofAciers 
d  'approvisionnement. 

Le  Budget  principal  des  depenses  et  le  compte 
rendu  des  depenses  du  Ministere  devraient  si 
possible  presenter  separement  les  variations 
prevues  et  reelles  des  stocks  par  categorie 
d  'articles. 

Les  donnees  fournies  par  le  systeme  d 'appro- 
visionnement des  Forces  canadiennes  de- 
vraient servir  a  facturer  les  utilisateurs  des 
articles  dont  ceux-ci  ont  un  certain  controle, 
quel  que  soit  leur  mode  d'obtention  initial. 


COMMENTAIRES  DU  MINISTERE 

Nous  sommes  d 'accord.  Les  commandements, 
bases  et  depots  ont  recu  des  instructions  en  ce 
sens. 


Nous  sommes  d 'accord  en  principe.  Nous  etu- 
dierons  en  collaboration  avec  le  Conseil  du  tre- 
sor  les  possibilites  d 'application  de  cette 
recommandation. 


Nous  sommes  d 'accord  en  principe.  Nous  etu- 
dierons  la  proposition. 
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VERIFICATION  INTERNE 

•  Le  personnel  de  la  verification  interne  des 
controleurs  des  bases  devrait  etre  superieur, 
tant  en  nombre  qu'en  grade.  Un  officier  ou  un 
civil  de  rang  equivalent  devrait  etre  nomme 
chef  a  plein  temps  de  la  verification  interne 
dans  chaque  base,  sauf  si  celle-ci  est  trop  peti- 
te pour  justifier  un  poste  a  temps  complet.  Les 
bases,  stations,  navires  et  autres  etablisse- 
ments  de  moindre  importance  devraient  etre 
regroupes  de  facpn  appropriee  de  sorte  que 
tous  soient  verifies  par  une  section  de  verifi- 
cation interne  placee  sous  l'autorite  d'un  of- 
ficier uniquement  charge  de  verification 
interne. 

•  Le  directeur  general  de  la  verification  compta- 
ble  a  elabore  un  plan  pour  ameliorer  ses  servi- 
ces. II  faudrait  prendre  des  mesures  pour  hater 
la  mise  en  oeuvre  des  elements  suivants: 

a)  un  plan  unifie  visant  a  maximiser  l'efficacite 
et  minimiser  le  chevauchement  des  efforts 
deployes  aux  divers  niveaux  de  la  verifica- 
tion interne; 

b)  des  cours  a  1 'intention  des  verificateurs  in- 
ternes des  controleurs  des  bases;  et 

c)  un  manuel  de  verification,  exposant  en  de- 
tail les  programmes  de  controle,  a  l'inten- 
tion  de  tous  les  services  de  verification  in- 
terne des  controleurs  des  bases. 

COORDINATION  DE  LA  PLANIFICATION 

•  La  planification  a  long  terme  et  la  preparation 
des  previsions  de  programme  relevent  toutes 
deux  des  services  du  S.M.A.  aux  politiques 
tandis  que  la  preparation  du  Budget  principal 
des  depenses  incombe  a  ceux  du  S.M.A.  aux 
finances. 

Les  services  du  S.M.A.  aux  finances  devraient 
recueillir  des  informations  analogues  a  celles 
du  Budget  principal  des  depenses  concernant 
la  premiere  annee  des  previsions  de  program- 
me. Ces  informations  devraient  etre  compa- 
rees  au  plan  a  long  terme  et,  au  besoin,  etre 
modifiees  avant  l'etablissement  de  la  presen- 
tation annuelle  au  titre  des  previsions  de 
programme. 


COMMENTAIRES  DU  MINISTERE 


Nous  sommes  d 'accord  en  principe.  Nous  etu- 
dierons  la  proposition,  mais  il  nous  sera  peut- 
etre  difficile  d'y  donner  suite  en  raison  de  la 
limitation  actuelle  des  annees-hommes. 


Nous  sommes  d 'accord.  Les  travaux  amorces  se- 
ront  acceleres  dans  la  mesure  ou  les  restrictions 
actuelles  en  matiere  d 'annees-hommes  le 
permettent. 


Nous  sommes  d 'accord  en  principe.  Nous  proce- 
derons  a  une  etude  afin  d'evaluer  les  possibilites 
d 'application  de  cette  proposition. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

BUDGETS  DETAILLES  DE  GESTION  ET 
REPARTITION  DES  FONDS 

•  Les  presentations  budgetaires  des  centres  de 
responsabilite  devraient  etre  etablies  «a  partir 
de  zero»  (c'est-a-dire  justifier  toutes  les  activi- 
tes,  nouvelles  ou  permanentes,  et  mentionner 
les  frais  qui  s'y  rattachent). 

•  Ces  presentations  budgetaires  doivent  com- 
prendre  une  estimation  realiste  des  frais  fon- 
dee  sur  un  taux  d 'inflation  accepte  tant  par  le 
quartier  general  que  par  les  gestionnaires  des 
centres  de  responsabilite  locaux. 

•  S'il  y  a  lieu  de  reduire  les  budgets  demandes, 
il  faudrait  que  la  haute  direction  indique  les 
diminutions  voulues  du  niveau  d'activite  aux 
gestionnaires  des  centres  de  responsabilite, 
qui  devraient  presenter  a  nouveau  leurs  bud- 
gets en  fonction  de  ces  indications.  Le  cycle 
devrait  se  repeter  jusqu'a  ce  qu'on  determine 
le  niveau  acceptable  de  depenses. 

•  II  faudrait  s'efforcer  davantage  de  determiner 
des  que  possible  les  nouvelles  repartitions  de 
fonds  qui  s'imposent,  de  facon  qu'on  puisse 
les  effectuer  a  temps. 

SYSTEME  DE  MESURE  DU  RENDEMENT 
DE  SEXPLOITATION  (S.M.R.E.) 

•  II  faudrait  continuer  a  mettre  au  point  un  sys- 
teme de  mesure  du  rendement. 

•  La  communication  des  chiffres  d'efficacite  et 
de  rendement  produits  par  le  Systeme  de  me- 
sure de  l'exploitation  devrait  etre  integree 
dans  le  systeme  principal  de  rapports  finan- 
ciers des  centres  de  responsabilite. 

REGISTRES  D'ENGAGEMENTS 

•  On  tient  des  registres  d 'engagements  pour  les 
principales  depenses  reglementees  par  le 
quartier  general,  comme  la  solde  des  militai- 
res  et  la  paie  des  civils.  Cependant,  il  n'existe 
aucun  systeme  officiel  de  registres  d 'engage- 
ments a  l'egard  des  fonds  controles  dans  le 
cadre  du  systeme  de  gestion  des  ressources, 
bien  qu'un  projet  de  directive  ait  ete  redige  a 
ce  sujet. 

II  faudrait  etablir  la  version  definitive  du  pro- 
jet  de  directive  portant  sur  les  registres  d 'en- 
gagement et  la  publier,  afin  que  ces  registres 
soient  tenus  par  tous  les  gestionnaires  des  cen- 
tres de  responsabilite. 


COMMENTAIRES  DU  MINISTERE 


Nous  sommes  d 'accord  en  principe.  Nous  etu- 
dierons  la  possibility  d'instaurer  un  systeme 
budgetaire  du  genre  recommande,  en  tenant 
compte  de  son  cout  et  de  son  efficacite. 

Nous  sommes  d 'accord.  Les  instructions  reliees 
a  la  preparation  du  budget  des  depenses  de 
1976-1977  traitent  de  1 'inflation  de  la  facon 
recommandee. 

Nous  sommes  d 'accord  en  principe.  II  se  peut 
que  les  contraintes  de  temps  ne  nous  permettent 
pas  toujours  de  mener  a  terme  le  processus 
indique. 


Nous  sommes  d 'accord.  Nous  etudierons  les  fa- 
cons  d'ameliorer  les  methodes  actuelles. 


Nous  sommes  d 'accord.  Les  resultats  obtenus 
jusqu'ici  sont  prometteurs. 
Nous  sommes  d 'accord  en  principe.  Des  etudes 
plus  approfondies  sont  necessaires,  mais  nous 
sommes  convaincus  que  l'integration  des  syste- 
mes  se  fera  en  temps  voulu. 


Nous  avons  termine  et  publie  la  directive  en 
question. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

RAPPORTS  FINANCIERS 

•  Les  rapports  du  systeme  d 'information  finan- 
ciere concernant  les  depenses  imputees  aux 
budgets  locaux  ne  representent  qu'une  petite 
partie  du  systeme  de  gestion  des  ressources  du 
Ministere.  II  existe  un  important  malentendu 
entre  la  haute  direction  financiere  et  les  ges- 
tionnaires  des  centres  de  responsabilite  a  pro- 
pos  de  l'objet  et  de  l'utilisation  de  ces 
rapports. 

II  faudrait  reviser  le  systeme  de  gestion  des 
ressources  a  l'egard  des  depenses  imputees 
aux  budgets  locaux.  II  faudrait  tout  particulie- 
rement  essayer  d'accelerer  la  production  des 
donnees  et  d'ameliorer  la  communication  des 
objectifs  du  systeme,  ainsi  que  de  veiller  a  ce 
que  les  responsabilites  soient  assorties  aux 
controles  de  la  fa<jon  decrite  a  la  rubrique  ci- 
dessus  intitulee  «Comptabilite  par  centre  de 
responsabilite ».  II  faudrait  decrire  le  systeme 
de  gestion  des  ressources  dans  un  manuel  d  'u- 
tilisation  redige  a  l'intention  des  profanes  en 
comptabilite.  L'utilisation  des  divers  rapports 
devrait  y  etre  expliquee. 


COMMENTAIRES  DU  MINISTERE 


Nous  sommes  d 'accord.  Nous  ameliorons  cons- 
tamment  le  Systeme  d 'information  financiere  et 
prevoyons  d'autres  modifications  pour  1976- 
1977.  Nous  diffuserons  au  cours  de  l'annee  fi- 
nanciere 1976-1977,  un  manuel  d 'utilisation  re- 
dige a  l'intention  des  profanes  en  comptabilite. 
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MINISTERE  DE  L'ENERGIE,  DES  MINES  ET  DES  RESSOURCES 

Observations  et  recommandations  en  date  du  mois  de  mai  1975 
Commentaires  du  Ministere  en  date  du  mois  de  juillet  1975 

L 'etude  a  porte  sur  les  programmes  ministeriels  correspondant  aux  credits  1,  5  et  15  de 
l'annee  financiere  1974-1975,  mais  non  sur  les  depenses  imputees  aux  credits  suivants: 

Credit  1  la  —  Programme  d'indemnisation  touchant  les  produits  petroliers 

Credits  20  et  25  —  Commission  de  controle  de  l'energie  atomique 

Credits  30  et  35  —  Energie  atomique  du  Canada,  Limitee 

Credit  47d  —  Eldorado  nucleaire,  Limitee 

Credit  50  —  Office  national  de  l'energie 

Credits  51b,  52a  et  53c  —  Office  de  repartition  des  approvisionnements  d 'energie. 


OBSERVATIONS  ET 
RECOMMANDATIONS 

FONCTIONNAIRE  SUPERIEUR  DES 
FINANCES 

•  Le  Ministere  n'a  pas  nomme  un  fonctionnaire 
superieur  des  finances  et  les  fonctions  corres- 
pondantes  sont  executees  par  divers  fonction- 
naires  de  niveaux  varies. 

II  faudrait  nommer  par  ecrit  un  fonctionnaire 
superieur  des  finances  tres  experiments  et 
qualifie  dans  ce  domaine,  qui  releverait  direc- 
tement  du  sous-ministre  et  ferait  partie  du 
groupe  de  la  direction  du  Ministere  par  sa 
participation  aux  comites  d 'orientation  et  de 
direction.  La  designation  ecrite  du  fonction- 
naire superieur  des  finances  devrait  preciser 
que  ce  fonctionnaire  exercera  une  forte  autori- 
te  fonctionnelle  sur  les  agents  financiers  et  les 
autres  personnes  accomplissant  des  fonctions 
financieres  au  niveau  des  directions  ainsi  que 
sur  leur  recrutement,  leur  perfectionnement  et 
leur  evaluation. 


COMMENTAIRES  DU  MINISTERE 


Nous  designerons  un  fonctionnaire  superieur 
des  finances  dont  le  mandat  etablira  clairement 
ses  relations  avec  la  haute  direction  et  les  agents 
financiers  des  directions. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

DOTATION  DES  POSTES  FINANCIERS 

•  Chacune  des  directions  devrait  disposer  des 
competences  financieres  appropriees  en  raison 
de  la  complexite  de  ses  operations,  de  la  diver- 
site  des  exigences  d'ordre  financier  et  de  la 
necessite  d 'assurer  la  direction  fonctionnelle 
des  gestionnaires  des  centres  de  responsabilite 
en  matiere  de  comptabilite  ainsi  que  de  don- 
ner  de  bons  conseils  financiers  aux  responsa- 
bles  des  directions. 

Un  agent  financier,  qui  releverait  directement 
du  chef  de  la  direction  ou  du  fonctionnaire 
superieur  des  finances,  devrait  etre  designe 
dans  chaque  direction.  Chacun  devrait  etre 
suffisamment  qualifie,  selon  l'opinion  du  fonc- 
tionnaire superieur  des  finances,  et,  si  ce  der- 
nier le  juge  necessaire,  etre  classe  au  niveau 
approprie  dans  le  groupe  de  l'administration 
financiere  (FI). 

II  faudrait  etudier  et  decrire  un  programme 
complet  de  formation  pour  le  personnel  de  la 
division  des  services  financiers  ainsi  que  les 
agents  financiers  et  les  autres  personnes  char- 
gees  de  fonctions  financieres  dans  les 
directions. 

MANUEL  FINANCIER 

•  La  majeure  partie  du  manuel  financier  du  Mi- 
nistere  n'a  pas  encore  ete  redigee,  et  les  par- 
ties existantes  ne  sont  generalement  pas  assez 
precises  pour  etre  vraiment  utiles  au  niveau 
des  directions  et  des  centres  de  responsabilite. 

Ce  manuel  financier  devrait  etre  acheve  et  les 
methodes  et  responsabilites  financieres  detail- 
lees  a  l'intention  des  centres  de  responsabili- 
tes, des  directions  et  de  la  division  des  services 
financiers. 

CONTROLE  DES  DOCUMENTS 

•  Les  documents  d'origine  sont  actuellement 
mis  en  lots  a  la  division  des  services  financiers. 
Si  la  mise  en  lots  se  faisait  le  plus  tot  possible 
dans  le  systeme  comptable,  on  disposerait 
d'un  meilleur  controle  des  documents  et  d'une 
information  plus  precise,  au  point  d 'arret,  que 
celle  disponible  aux  gestionnaires 
d 'exploitation. 


COMMENTAIRES  DU  MINISTERS 


Nous  avons  etabli  une  politique  pour  donner 
suite,  le  plus  vite  possible,  a  la  recommandation. 


Nous  elaborerons  et  utiliserons  le  programme  de 
formation  recommande  des  que  les  systemes  fi- 
nanciers et  le  manuel  correspondant  seront  au 
point. 


Nous  terminerons  en  priorite  le  manuel  finan- 
cier en  nous  efforcant  d'y  donner  tous  les  details 
necessaires. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

Le  controle  par  lots  des  documents  d 'entree  au 
systeme  central  d 'informations  financieres  de- 
vrait  commencer  et  se  terminer  au  niveau  du 
centre  de  responsabilite  ou  de  la  direction. 

•  Le  Ministere  ne  garde  pas  suffisamment  de 
documents  pour  permettre  une  gestion  efficace 
ou  une  verification  des  mesures  de  controle 
appliquees  a  des  operations  precises.  Les  do- 
cuments originaux  comme  les  factures  des 
fournisseurs,  les  reclamations  de  frais  de  voya- 
ge, les  demandes  de  cheque  et  les  formules  de 
codage  sont  envoyes  au  ministere  des  Appro- 
visionnements  et  Services. 

Les  documents  originaux  portant  les  signatu- 
res exigees  par  l'article  27  de  la  Loi  sur  ('ad- 
ministration financiere  et  d'autres  mesures  de 
controle  devraient  etre  conserves  par  la  divi- 
sion des  services  financiers. 

VERIFICATION  A  PRIORI 

•  II  n'existe  pas  de  methode  uniforme  de  verifi- 
cation a  priori  dans  tout  le  Ministere,  et  il  y  a 
un  certain  double  emploi  a  divers  niveaux  de 
l'organisation. 

II  faudrait  etablir  et  decrire  des  methodes  uni- 
formes  de  verification  a  priori,  dont  les  per- 
sonnes  chargees  des  diverses  taches  de  verifi- 
cation attesteraient  l'application  en  paraphant 
1'original  des  documents,  sur  une  estampe  de 
verification  con^ue  a  cette  fin. 

CONTROLE  DES  PAIEMENTS 

•  Le  montant  figurant  sur  les  formules  de  de- 
mande  de  cheque  du  Ministere  peut  etre  ma- 
jore  frauduleusement  apres  1'apposition  de  la 
signature  exigee  par  l'article  26  de  la  Loi  sur 
l'administration  financiere. 

La  case  de  la  demande  ou  Ton  inscrit  le  mon- 
tant devrait  etre  remplie  de  facon  qu'on  ne 
puisse  placer  des  chiffres  devant  ceux  qui  ont 
deja  ete  inscrits. 

•  Un  examen  du  registre  des  recettes  a  revele 
que  certaines  factures  de  fournisseurs  avaient 
ete  payees  deux  fois. 


COMMENTAIRES  DU  MINISTERE 

Nous  appliquons  maintenant  des  methodes  ap- 
propriees  de  controle  par  lots. 


Les  documents  originaux,  dument  verifies  a 
priori  conformement  a  des  instructions  unifor- 
mes  et  portant  1 'estampe  attestant  que  toutes  les 
taches  necessaires  ont  ete  eflfectuees,  seront  con- 
serves par  la  division  des  services  financiers. 


Nous  etablirons  des  methodes  uniformes  de  ve- 
rification a  priori  et  l'execution  de  chaque  etape 
sera  appuyee  par  les  initiales  placees  sur  une 
estampe  de  verification,  dont  seront  marques  les 
documents  originaux. 


Nous  remplirons  cette  case  des  demandes  de 
cheque  de  fa<jon  a  eliminer  toute  possibility  de 
hausser  le  montant  deja  inscrit. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

Une  copie  des  factures  envoyees  par  les  four- 
nisseurs  devrait  etre  estampillee  «facture  ori- 
ginale»  a  l'encre  de  couleur  lorsqu'elles  sont 
recues  par  le  Ministere  et  les  demandes  de 
cheque  ne  devraient  etre  instruites  que  si  elles 
sont  accompagnees  de  la  facture  originale. 

PAIE 

•  Les  retards  d'inscription  des  frais  d'heures 
supplementaires  et  des  couts  relies  aux  em- 
ployes mutes  au  Ministere  ou  hors  de  celui-ci 
se  traduisent  par  des  rapports  financiers 
inexacts.  Les  fonctions  sont  mal  divisees  en  ce 
sens  que  les  responsables  de  Fetablissement 
des  elements  de  paie  recoivent  egalement  les 
cheques  a  distribuer.  Les  listes  de  paie  ne  font 
l'objet  d'aucun  controle  independant 
preetabli. 

Le  fonctionnaire  superieur  des  finances  de- 
vrait etre  charge  de  veiller  a  la  validite  des 
controles  financiers  effectues  a  l'heure  actuelle 
par  la  direction  du  personnel  sur  la  paie  et  la 
comptabilite  des  annees-hommes. 

REVENUS  ET  COMPTES  A  RECEVOIR 

•  Le  fonctionnaire  superieur  des  finances  de- 
vrait examiner  tous  les  ans  les  services  factures 
et  les  services  rendus  gratuitement  et  faire  des 
recommandations  au  Conseil  du  tresor.  Ces 
dernieres  devraient  etre  etayees  par  des  chif- 
fres  indiquant  le  tarif  facture,  le  tarif  recom- 
mande  et  tous  les  couts  imputables  au  mon- 
tant  facture. 

•  On  a  detecte  des  lacunes  dans  les  methodes  et 
controles  comptables  existants  des  revenus  et 
des  comptes  a  recevoir,  lacunes  dues:  a  une 
mauvaise  repartition  des  fonctions;  au  defaut 
de  tenir  des  comptes  de  controle  et,  lorsque  ces 
derniers  existent,  au  defaut  de  les  concilier 
regulierement  avec  les  registres  auxiliaires;  a 
l'absence  de  listes  chronologiques  mensuelles 
des  comptes  a  recevoir  destinees  a  la  gestion  et 
au  manque  de  methode  bien  definie  de  per- 
ception qui  permettrait  de  reduire  les  pertes 
de  biens  de  l'Etat. 


COMMENTAIRES  DU  MINISTERE 

Nous  estampillerons  le  mot  «copie»  sur  toutes 
les  copies  des  factures  autres  que  l'original  afin 
d'empecher  qu'une  depense  soit  appuyee  seule- 
ment  par  un  double. 


Le  fonctionnaire  superieur  des  finances  sera 
charge  de  cette  responsabilite  et  effectuera  les 
examens  voulus. 


Nous  effectuerons  une  analyse  periodique  du  ta- 
rif des  services  et  des  couts  correspondants. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

II  faudrait  revoir  a  fond  les  systemes  de  reve- 
nus  et  de  comptes  a  recevoir,  en  s'interessant 
tout  particulierement  aux  points  suivants: 


a)  es  taches  de  tenue  des  registres  de  comptes 
a  recevoir  et  de  revenus  devraient  etre  re- 
parties  de  fac,on  qu'une  meme  personne  ne 
puisse  a  la  fois  recevoir  du  comptant,  tenir 
les  registres  des  comptes  a  recevoir  et  eta- 
blir  des  factures  et  des  notes  de  credit; 

b)  on  devrait  tenir  des  comptes  de  controle 
pour  chaque  systeme  de  comptes  a  recevoir 
et  les  concilier  de  fac/m  independante  avec 
les  listes  extraites  des  registres  auxiliaires  de 
comptes  a  recevoir; 

c)  on  devrait  etablir  des  listes  chronologiques 
mensuelles  detaillees  des  comptes  a  recevoir 
a  l'intention  de  la  direction  et  pour  son 
controle; 

d)  on  devrait  instaurer  et  decrire  des  methodes 
uniformes  de  perception  dans  tout  le  Minis- 
tere  lesquelles  seraient  approuvees  par  le 
fonctionnaire  superieur  des  finances. 

STOCKS  DE  MATERIEL  ET  DE  BIENS 
D'EQUIPEMENT 

•  Certaines  directions  ne  font  pas  chaque  annee 
le  denombrement  des  articles  en  magasin, 
comme  l'exige  le  manuel  de  gestion  du  mate- 
riel. On  sort  des  articles  des  stocks  a  l'inten- 
tion du  personnel  de  la  direction  sans  docu- 
ment a  l'appui.  L'acces  au  magasin  n'est  pas 
reserve  au  personnel  de  ce  dernier.  La  tenue 
des  registres  de  stocks  incombe  aux  employes 
qui  redigent  les  commandes  et  qui  rec,oivent  et 
livrent  le  materiel.  II  n'existe  aucune  methode 
de  controle  comptable  permettant  de  verifier 
que  tous  les  achats  d'equipement  sont  inscrits 
dans  les  registres  detailles  de  stocks  et,  dans 
plusieurs  directions,  ces  registres  sont  inexacts. 
En  outre,  le  niveau  des  stocks  n'est  pas  en 
rapport  avec  Futilisation  de  chaque  article. 


COMMENTAIRES  DU  MINISTERE 

Nous  integrerons  le  systeme  de  revenus  et  de 
comptes  a  recevoir  dans  le  systeme  central  d 'in- 
formations financieres;  nous  donnerons  suite 
aux  recommandations  concernant  les  controles, 
la  repartition  des  taches,  le  classement  chronolo- 
gique  des  comptes  a  recevoir  et  leur  perception, 
tout  en  veillant  a  l'uniformite  des  methodes 
dans  toutes  nos  directions. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 


COMMENTAIRES  DU  MINISTERE 


Le  fonctionnaire  superieur  des  finances  de- 
vrait  veiller  a  rectifier  les  lacunes  decelees 
dans  les  systemes  de  controle  des  stocks. 

DEPOTS  POUR  TRAVAUX  SPECIAUX 

•  II  n'existe  aucune  methode  comptable  precise 
concernant  les  depots  pour  travaux  speciaux 
recus  d'organismes  exterieurs  a  des  fins  de 
recherches.  On  exerce  un  controle  insuffisant 
sur  la  depense  des  fonds  et  1 'utilisation  des 
soldes  a  l'achevement  des  travaux. 

Le  Ministere  devrait  ameliorer  et  decrire  of- 
ficiellement  des  methodes  de  controle  finan- 
cier reliees  aux  depots  speciaux  regus  en  appli- 
cation de  l'article  15,  partie  II,  de  la  Loi  sur 
l'administration  financiere,  et  les  faire  ap- 
prouver  par  le  Conseil  du  tresor. 

VERIFICATION  INTERNE 

•  II  n'y  a  pas  eu  de  verification  interne  jusqu'en 
1974.  Depuis  lors,  le  bureau  des  services  de 
verification  remplit  le  role  de  verificateur  in- 
terne dans  le  cadre  d'un  programme  de  veri- 
fication de  trois  ans  propose  par  le  bureau  et 
dont  l'achevement  est  prevu  pour  le  30  avril 
1977. 

Le  programme  de  verification  interne  propose 
par  le  bureau  des  services  de  verification  de- 
vrait etre  acheve  dans  le  delai  prevu  de  trois 
ans,  sous  l'autorite  du  chef  de  la  verification 
financiere  interne. 

•  Le  chef  de  la  verification  financiere  interne 
releve  du  premier  sous-ministre  adjoint  de  fa- 
gon  que  les  conclusions  des  verifications  et  les 
recommandations  en  decoulant  regoivent  tou- 
te  l'attention  voulue.  Un  comite  de  verifica- 
tion seconderait  sans  doute  utilement  le  pre- 
mier sous-ministre  adjoint  dans  l'execution  de 
cette  fonction. 

II  conviendrait  d'etablir  un  comite  de  verifi- 
cation et  de  definir  clairement  son  mandat, 
qui  devrait  comporter  l'examen  annuel  de  la 
portee  des  verifications  internes,  des  conclu- 
sions et  recommandations  figurant  dans  les 
rapports  de  verifications  et  revaluation  du 
rendement  de  l'equipe  de  verificateurs  inter- 
nes, a  des  intervalles  appropries. 


Le  fonctionnaire  superieur  des  finances  veillera 
a  ce  que  soient  corrigees  les  faiblesses  relevees,  et 
le  manuel  financier  tiendra  compte  de  la  revi- 
sion correspondante  des  methodes. 


Nous  avons  deja  mis  ces  methodes  au  point  et 
les  avons  fait  approuver  par  le  Conseil  du  tresor. 


Nous  sommes  aussi  d'avis  que  le  programme  de 
verification  interne  devrait  etre  acheve  dans  le 
delai  prevu. 


Nous  formerons  un  comite  de  verification  dote 
d'un  mandat  approprie. 
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STRUCTURE  PAR  ACTIVITE  ET  PAR 
PROGRAMME 

•  Le  Ministere  reconnait  que  la  description  des 
activites  et  sous-activites,  qui  se  fait  generale- 
ment  dans  le  cadre  hierarchique,  n'est  pas  ap- 
propriee  a  la  mesure  des  resultats  finals. 

II  faudrait  redefinir  les  activites  et  sous-activi- 
tes de  tous  les  programmes  et  faire  approuver 
les  nouvelles  definitions  par  le  Conseil  du 
tresor. 


COMMENTAIRES  DU  MINISTERE 


COMPTABILITE  PAR  PROJET 

•  Les  structures  par  projet  et  par  procede,  c'est- 
a-dire  le  niveau  elementaire  d'exploitation 
par  lequel  on  devrait  saisir  et  controler  les 
couts,  n'ont  pas  ete  bien  definis  dans  certains 
secteurs  du  Ministere,  comme  ceux  de  la  mise 
en  valeur  de  l'energie,  de  l'exploitation  mine- 
rale  et  de  l'administration. 

II  faudrait  definir  pour  toutes  les  activites  une 
structure  par  projet  et  par  procede. 

II  faudrait  instaurer  un  systeme  de  comptabili- 
te  des  couts  par  projet  dans  toutes  les  direc- 
tions du  Ministere  afin  d 'avoir  des  rapports 
reguliers  sur  l'etat  d'avancement  des  projets. 

II  faudrait  mettre  au  point,  et  decrire,  des  cri- 
teres  valables,  monetaires  et  non  monetaires, 
pour  mesurer  l'efficacite  et  le  rendement  des 
travaux.  On  devrait  comparer  les  depenses 
reelles  avec  les  previsions  afin  de  surveiller  le 
rendement  et  d'effectuer  des  analyses  couts- 
benefices. 

CONTROLE  BUDGETAIRE 

•  Le  controle  budgetaire  est  inexistant  parce 
que,  pour  de  nombreux  centres  de  responsabi- 
lite,  on  n'a  pas  integre  de  budgets  mensuels 
dans  le  systeme  central  d 'information  finan- 
ciere.  Un  grand  nombre  de  ceux  qui  l'ont  ete 
calculent  leurs  chiffres  mensuels  en  divisant 
par  12  le  budget  annuel.  En  outre,  les  modifi- 
cations budgetaires  comme  les  affectations  ve- 
nant  d'autres  ministeres  federaux  ont  ete  ins- 
crites  tardivement. 


Ce  travail  de  redefinition  est  deja  bien  avance. 
Nous  avons  pris  conscience  des  lacunes  de  notre 
systeme  financier  et  avons  entrepris  de  le  refon- 
dre  completement.  Cette  refonte  tiendra  compte 
de  toutes  les  recommandations  faites  aux  rubri- 
ques  suivantes:  comptabilite  des  travaux,  contro- 
le budgetaire,  controle  des  engagements,  rap- 
ports financiers. 


Nous  etablirons  une  structure  par  projet  et  par 
procede  des  que  nous  aurons  redefini  les  activi- 
tes et  sous-activites. 

Voir  la  reponse  faite  a  la  rubrique  —  Structure 
par  activite  et  par  programme. 


Voir  la  reponse  faite  a  la  rubrique  —  Structure 
par  activite  et  par  programme. 
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II  faudrait  integrer  les  budgets  mensuels  dans 
le  systeme  central  d 'information  financiere, 
pour  tous  les  centres  de  responsabilite,  en  se 
fondant  sur  des  estimations  realistes  des  de- 
penses  mensuelles. 

CONTROLE  DES  ENGAGEMENTS 

•  On  observe  des  retards  d 'inscription  des  don- 
nees  sur  les  engagements,  et  ceux  qui  doivent 
etre  liquides  pendant  le  mois  en  cours  ne  sont 
habituellement  pas  incorpores  au  systeme  in- 
tegre  de  controle.  II  en  resulte  un  mauvais 
controle  des  engagements  lorsque  certains 
d'entre  eux  n'ont  pas  ete  inscrits  dans  le  syste- 
me et  ne  sont  pas  entierement  liquides  pen- 
dant le  mois  en  cours. 

Tous  les  engagements  devraient  etre  inscrits 
au  systeme  integre  de  controle  des  engage- 
ments, qu'ils  doivent  ou  non  etre  entierement 
liquides  pendant  le  mois  en  cours. 

RAPPORTS  FINANCIERS 

•  Les  rapports  mensuels  emanant  du  systeme 
central  d 'information  financiere  ne  sont  que 
d'une  utilite  limitee  dans  le  Ministere  a  cause 
des  retards  d 'inscription  des  donnees  sur  des 
depenses  et  des  engagements;  on  en  critique  la 
presentation  et  l'a-propos  du  conienu. 

Les  rapports  mensuels  produits  par  l'ordina- 
teur  du  Ministere  devraient  etre  conformes  a 
la  nouvelle  structure  par  activite  et  sous-activi- 
te  et  se  presenter  sous  une  forme  utile  aux 
gestionnaires  de  tous  les  niveaux  du 
Ministere. 

II  faudrait  etablir  chaque  mois,  dans  chaque 
direction,  des  rapports  supplementaires  concis 
de  gestion  financiere  mettant  en  lumiere  les 
ecarts  importants  par  rapport  au  budget  et 
leur  analyse,  en  indiquant  le  solde  du  compte 
de  controle  des  comptes  a  recevoir  ventile  par 
classe  d  'age. 


COMMENTAIRES  DU  MINISTERE 

Voir  la  reponse  faite  a  la  rubrique  —  Structure 
par  activite  et  par  programme. 


Voir  la  reponse  faite  a  la  rubrique  —  Structure 
par  activite  et  par  programme. 


Voir  la  reponse  faite  a  la  rubrique 
par  activite  et  par  programme. 


Structure 


Voir  la  reponse  faite  a  la  rubrique  —  Structure 
par  activite  et  par  programme. 


256 


MINISTERE  DE  L'ENVIRONNEMENT 

Observations  et  recommandations  en  date  du  16  mai  1975 
Commentaires  du  Ministere  en  date  du  9  juillet  1975 

L'etude  avait  essentiellement  pour  but  d'evaluer  l'efficacite  des  systemes  actuels  de 
gestion  et  de  controle  financiers  au  sein  des  trois  programmes  du  Ministere.  En  plus  des 
visites  effectuees  au  bureau  principal  et  aux  autres  bureaux  du  Ministere  dans  la  region 
d 'Ottawa-Hull,  l'equipe  s'est  egalement  rendue  a  Downsview,  Burlington,  Winnipeg,  Ed- 
monton, Vancouver,  Victoria  et  Halifax.  Nous  avons  expressement  exclu  de  l'etude  le 
Regime  d 'assurance  sur  bateaux  de  peche,  l'Office  canadien  du  poisson  sale  et  l'Office  de 
commercialisation  du  poisson  d  'eau  douce. 


OBSERVATIONS  ET 
RECOMMANDATIONS 

ORGANISATION  ET  DOTATION  EN 
PERSONNEL 

•  II  conviendrait  d 'examiner  avec  plus  d 'atten- 
tion l'organisation  et  Feffectif  des  services  fi- 
nanciers du  ministere  de  FEnvironnement 
afin: 

a)  de  determiner  la  mesure  optimale  de  decen- 
tralisation de  la  fonction  financiere  parmi 
les  divers  niveaux  ministeriels:  programme, 
services,  bureaux  regionaux  et  autres 
centres; 

b)  de  definir  plus  clairement  les  roles  et  les 
responsabilites  du  personnel  financier  a 
chacun  de  ces  niveaux; 

c)  de  determiner  si  les  dispositions  prises  pour 
doter  en  personnel  chaque  service  financier 
sont  bonnes; 

d)  de  retrouver,  au  sein  du  Ministere,  les  petits 
groupes  d 'experts  financiers  et  de  determi- 
ner s'il  y  aurait  avantage  a  laisser  les  choses 
comme  elles  sont  ou  a  les  installer  a  l'eche- 
lon  approprie  de  la  gestion  financiere. 


COMMENTAIRES  DU  MINISTERE 


Nous  sommes  d 'accord.  Nous  entreprendrons 
une  etude  a  ce  sujet  aussitot  que  possible. 
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LIENS  FONCTIONNELS 

•  Au  chapitre  des  rapports,  les  liens  fonction- 
nels  devraient  etre  clarifies  et  s'appuyer  sur 
des  documents  qui  devraient  bien  preciser  que 
la  direction  des  services  financiers  du  Ministe- 
re  a  l'ultime  autorite  et  l'ultime  responsabilite 
du  systeme  de  la  gestion  et  du  controle  finan- 
ciers utilise  au  sein  du  Ministere. 

•  Les  fonctionnaires  superieurs  des  finances  de 
la  direction  des  services  financiers  du  Ministe- 
re devraient  participer  de  facon  active  a  l'o- 
rientation  fonctionnelle,  a  la  planification  des 
carrieres,  au  perfectionnement  professionnel 
et  a  la  formation  de  leurs  subordonnes. 

MANUEL  FINANCIER 

•  II  conviendrait  de  proceder  aussitot  que  possi- 
ble a  la  revision  prevue  du  manuel  financier.  II 
faudrait  s  'assurer  qu  'il  contient: 

a)  le  cas  echeant,  l'adjonction  de  notes  pour 
chaque  service,  sous  reserve  de  l'approba- 
tion  de  la  direction  des  services  financiers; 

b)  des  directives,  a  l'exemple  du  Guide  d 'ad- 
ministration financiere  du  Conseil  du  tre- 
sor,  sur  des  sujets  qui  ne  sont  pas  actuelle- 
ment  traites  ou  qui  ne  le  sont  que  de  facon 
fragmentaire. 

DELEGATION  DES  POUVOIRS 
FINANCIERS 

•  La  direction  des  services  financiers  du  Minis- 
tere devrait,  en  tant  que  mesure  provisoire, 
faire  en  sorte  que  les  fonctionnaires  du  minis- 
tere des  Transports  qui  utilisent,  pour  le 
compte  d  'Environnement  Canada,  leurs  pou- 
voirs  financiers  en  vertu  des  articles  26  et  27 
de  la  Loi  sur  l'administration  financiere, 
soient  suffisamment  renseignes  pour  le  faire 
comme  il  se  doit. 

CONTROLES  COMPTABLES 

•  II  y  aurait  lieu  de  formuler  et  preciser  les  prin- 
cipes  directeurs  et  les  methodes  qui  ont  trait 
aux  controles  comptables  pour  s 'assurer  que 
les  entrees  au  systeme  comptable  sont  exactes, 
autorisees  de  facon  convenable  et  suffisam- 
ment completes.  Le  systeme  devrait  surtout 
assurer: 

a)     qu'on  adhere  aux  controles  presents; 


COMMENTAIRES  DU  MINISTERE 


D 'accord.    Nous    redigerons    un    enonce    de 
principe. 


D 'accord.    Nous   prendrons    les    mesures   qui 
conviennent. 


Le  guide  est  en  voie  de  revision. 


Cela  se  fera. 


D  'accord.  Nous  reexaminerons  nos  principes  di- 
recteurs et  nos  systemes. 


258 


OBSERVATIONS  ET 
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b)  qu'on  utilise  des  controles  speciaux  la  ou  les 
methodes  normales  peuvent  difficilement 
s'appliquer. 

PAIE 

•  Le  systeme  de  paie  et  les  systemes  connexes, 
tenus  par  la  direction  generale  du  personnel, 
ainsi  que  toutes  les  revisions  qu'on  y  apporte 
devraient  sans  cesse  etre  examines  et  approu- 
ves  par  la  direction  des  services  financiers  du 
Ministere;  de  plus  les  services  de  verification 
interne  du  Ministere  devraient  en  faire  une 
verification  periodique. 

CONTROLE  INTERNE  DES  REVENUS  ET 
DES  COMPTES  A  RECEVOIR 

•  La  Direction  des  services  financiers  du  Minis- 
tere devrait  entreprendre  une  etude  a  fond  de 
l'efficacite  de  tous  les  systemes  de  controle  in- 
terne sur  les  revenus  et  les  comptes  a  recevoir 
dans  tout  le  Ministere,  tout  en  verifiant  atten- 
tivement  si  les  taches  sont  bien  reparties  et  s'il 
n^y  aurait  pas  lieu  de  faire  surveiller  la  factu- 
ration  et  le  processus  de  la  perception  au  ni- 
veau de  la  gestion  appropriee. 

PRINCIPES  DIRECTEURS  QUANT  AUX 
REVENUS 

•  La  direction  des  services  financiers  du  Minis- 
tere devrait: 

a)  etablir  et  amplement  justifier  des  principes 
directeurs  ayant  trait  aux  revenus; 

b)  les  communiquer  a  tout  le  Ministere; 

c)  etablir  une  methode  pour  examiner  regulie- 
rement  la  justesse  du  tarif  des  couts  a  recou- 
vrer;  et 

d)  s 'assurer  que  la  haute  direction  du  Ministe- 
re et  le  Conseil  du  tresor  sont  parfaitement 
informes  des  repercussions  financieres  des 
principes  directeurs  et  de  la  necessite  de  les 
reviser  sans  cesse. 

STOCKS  D'APPROVISIONNEMENTS 

•  La  direction  des  services  financiers  du  Minis- 
tere devrait  collaborer  avec  la  division  de  la 
gestion  du  materiel,  afin  d 'etablir  des  contro- 
les comptables  adequats  sur  les  stocks,  veiller 
de  plus  pres  a  la  bonne  marche  des  operations 
et,  pour  cela,  reviser  les  systemes  actuels  et  en 
instaurer  de  meilleurs  s'il  y  a  lieu. 


COMMENTAIRES  DU  MINISTERE 


Cela  se  fera. 


D 'accord.  Nous  entreprendrons  une  etude. 


D  'acord.  Cela  se  fera. 


D 'accord.  On  a  deja  pris  des  mesures. 
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BIENS  D'EQUIPEMENT 

•  La  direction  generale  des  finances  et  des  ins- 
tallations devrait  etablir  un  systeme  de  contro- 
le  de  l'equipement,  qui  pourrait  s'appliquer 
de  fac,on  constante  dans  tout  le  Ministere  et 
qui  assignerait  des  attributions  precises  aux 
gestionnaires  des  centres  de  responsabilite  re- 
gionaux  et  aux  gestionnaires  de  magasins, 
pour  la  garde  et  le  controle  de  tous  les  biens 
d'equipement.  Ce  systeme  devrait  egalement 
prevoir: 

a)  un  controle  approprie  du  systeme  par  l'in- 
termediaire  d 'inspections  et  d 'etudes  me- 
thodiques  effectuees  par  un  personnel 
competent; 

b)  l'approbation  de  toutes  les  revisions  par  la 
division  de  la  gestion  du  materiel  et  celle  de 
la  gestion  financiere. 

PRETS  A  RECEVOIR 

•  Le  Ministere  devrait  reexaminer  ses  principes 
directeurs  et  ses  methodes  relativement  aux 
prets: 

a)  de  fa<jon  a  mieux  preciser  qui  peut  modifier 
les  modalites  et  les  conditions  des  prets; 

b)  afin  de  mieux  coordonner  les  prets  que  dif- 
ferentes  directions  ont  faits  ou  feront  peut- 
etre  a  la  meme  personne; 

c)  afin  de  faire  en  sorte,  par  une  methode 
quelconque,  que,  dans  le  cas  des  prets  verses 
par  tranches  sur  demande,  le  montant  total 
verse  ne  depasse  le  montant  approuve  pour 
le  pret. 

VERIFICATION  INTERNE 

•  Bien  que  la  division  de  la  verification  interne 
n'ait  ete  etablie  que  recemment,  il  nous  sem- 
ble  que  tous  les  efforts  possibles  devraient  etre 
faits,  pour  combler,  aussi  rapidement  que  pos- 
sible, les  besoins  en  personnel  de  cette 
division. 

•  La  division  de  la  verification  interne  devrait 
se  charger  de  surveiller  la  mise  en  oeuvre  de 
toutes  les  recommandations  internes  et  exter- 
nes,  de  nature  financiere  ou  administrative, 
qui  sont  adoptees  par  le  Ministere. 


COMMENTAIRES  DU  MINISTERE 


D  'accord.  Des  mesures  sont  prises  a  ce  sujet. 


D 'accord.  Cet  examen  est  deja  en  cours. 


D 'accord.  Nous  avons  pris  des  mesures  a  ce 
sujet. 


D  'accord. 
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•  La  composition  du  comite  de  verification  pre- 
vue  devrait  etre  revisee  de  facon  qu'en  fasse 
partie  le  sous-ministre  adjoint  de  la  planifica- 
tion  et  des  finances. 

•  Le  rapport  annuel  de  verification,  redige  par 
le  chef,  verification  comptable,  ainsi  que  les 
rapports  provisoires  s'il  le  juge  a  propos,  de- 
vraient  etre  presentes  au  sous-ministre. 

STRUCTURE  PROGRAMME-ACTIVITE 

•  Le  Ministere  devrait  reexaminer  ses  structures 
actuelles  concernant  ses  programmes  et  ses  ac- 
tivites  afin  de  decider  laquelle  conviendrait  le 
mieux  a  la  planification,  a  l'affectation  des 
ressources  pour  revaluation  des  programmes 
et  au  controle  budgetaire  a  I'interieur  du 
Ministere. 

•  Le  libelle  des  credits  du  programme  des  pe- 
ches  et  des  sciences  de  la  mer  et  du  program- 
me des  services  de  1  'environnement  devrait 
etre  revise  de  facon  a  montrer  que  les  couts 
des  services  centralises  du  personnel  sont  in- 
clus  dans  les  credits  demandes  pour  chaque 
programme. 

PREPARATION  DU  BUDGET 

•  Le  Ministere  devrait  etablir,  avec  documents  a 
l'appui,  un  systeme  plus  efficace  pour  la  pre- 
paration du  budget: 

a)  il  faudra  ainsi  veiller,  a  ce  qu'on  ait  tou- 
jours  a  l'esprit,  tout  au  long  de  la  demarche, 
les  projets  et  les  priorites  de  la  haute 
direction; 

b)  les  nouveaux  programmes  et  les  modifica- 
tions aux  programmes  actuels  seront  ainsi 
revus  et  contestes  au  besoin,  aux  differents 
echelons  de  la  filiere  hierarchique; 

c)  il  y  aura  une  revision  periodique  des  pro- 
grammes permanents,  de  maniere  a  verifier 
s'ils  sont  toujours  justifies. 

CONTROLE  BUDGETAIRE 

•  La  direction  des  services  financiers  du  Minis- 
tere devrait  examiner  s'il  est  toujours  neces- 
saire  de  tenir  les  registres  mecanographiques 
de  controle  des  affectations,  vu  les  renseigne- 
ments  disponibles  que  fournit  le  systeme  de 
rapport  du  ministere  des  Approvisionnements 
et  Services. 


COMMENTAIRES  DU  MINISTERE 

La  composition  du  comite  sera  reexaminee. 

II  en  sera  ainsi  fait. 


D 'accord.  Nous  prenons  en  ce  moment  des  me- 
sures  en  ce  sens. 


D 'accord.  Sous  reserve  d'une  revision  de  la  me- 
thode  d  'affecter  les  fonds. 


D 'accord.  Nous  sommes  actuellement  a  mettre 
ce  systeme  au  point. 


Une  etude  aura  lieu. 
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•  La  direction  des  services  financiers  du  Minis- 
tere devrait  s'occuper  directement  de  1 'elabo- 
ration des  systemes  de  mesure  du  rendement 
de  Fexploitation  qui  se  fait  actuellement  au 
Ministere. 

•  Le  Ministere  devrait  utiliser  certaines  tech- 
niques plus  raffinees  de  la  comptabilite  du 
prix  de  revient;  la  oil  ces  techniques  pour- 
raient  donner  des  resultats  plus  nets  et  plus 
utiles  sur  le  cout  des  projets. 

RAPPORTS  FINANCIERS 

•  II  y  aurait  lieu  de  verifier  dans  quelle  mesure 
on  pourrait  puiser  dans  les  rapports  emanant 
du  ministere  des  Approvisionnements  et  Ser- 
vices des  renseignements  pour  rendre  plus  uti- 
le le  rapport  mensuel  de  gestion. 

•  Le  rapport  mensuel  a  l'intention  de  la  haute 
direction  devrait: 

a)  fournir  des  renseignements  financiers  qui 
soient  bien  repartis  selon  chaque  activite  du 
Ministere  et,  si  besoin  est,  venules  selon  les 
divers  elements  de  chaque  activite; 

b)  contenir  des  explications  plus  completes  sur 
les  ecarts  constates,  faire  part  des  raisons 
des  deficits  prevus  pour  la  fin  de  l'annee  et 
donner  des  suggestions  concernant  le  fi- 
nancement  de  ces  deficits. 

•  La  haute  direction  devrait  communiquer  aux 
gestionnaires  du  Ministere  ses  decisions  ayant 
trait  a  la  disposition  ultime  des  deficits. 

•  C'est  la  direction  des  services  financiers  du 
Ministere  qui  devrait  approuver  l'etablisse- 
ment  et  Futilisation  des  systemes  supplemen- 
taires  de  rapports  financiers. 


COMMENTAIRES  DU  MINISTERE 

D 'accord.  Ce  sera  fait. 


D 'accord.  Nous  entreprendrons  une  etude  pour 
determiner  les  secteurs  ou  la  chose  produirait  les 
meilleurs  resultats. 


D  'accord.  Cela  sera  fait. 


D 'accord.  Nous  oeuvrerons  dans  ce  sens. 


D 'accord.  Cela  sera  fait. 


D 'accord.  Nous  ferons  le  necessaire. 
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MINISTERE  DES  FINANCES  ET  SECRETARIAT  DU  CONSEIL  DU  TRESOR 

Observations  et  recommandations  en  date  du  30  avril  1975 
Commentaires  du  Ministere  en  date  du  mois  de  juillet  1975 


En  plus  des  credits  affectes  aux  programmes  du  Ministere  et  du  Secretariat  l'etude  a  porte 
sur  les  methodes  et  usages  touchant  les  comptes  de  prets  et  de  placements,  les  exigibilites, 
les  dettes  a  vue,  les  comptes  de  depots  et  de  fiducie  et  les  comptes  differes  et  speciaux  qui 
font  partie  des  Comptes  du  Canada  et  figurent  dans  l'etat  de  l'actif  et  du  passif. 

Du  fait  que  la  direction  des  finances,  du  personnel  et  de  l'administration  du  ministere  des 
Finances  rend  a  la  fois,  des  services  administratifs  et  financiers,  au  ministere  des  Finances 
(Ministere)  et  au  Secretariat  du  Conseil  du  tresor  (Secretariat),  les  observations  et  recom- 
mandations se  repartissent  en  trois  parties,  selon  qu'elles  concernent  a  la  fois  le  Ministere  et 
le  Secretariat,  seulement  le  Ministere  ou  seulement  le  Secretariat. 


OBSERVATIONS  ET 
RECOMMANDATIONS 


COMMENTAIRES  DUMINISTERE  ET  DU 
SECRETARIAT 


CONCERNANT  ET  LE  MINISTERE  ET  LE  SECRETARIAT 


ORGANISATION 

•  Le  directeur  de  la  direction  des  finances,  du 
personnel  et  de  l'administration  ou  l'un  des 
directeurs  adjoints  devrait  avoir  une  forma- 
tion comptable. 

ATTRIBUTIONS  FINANCIERES 

•  II  conviendrait  de  definir  et  de  communiquer 
dans  le  manuel  d 'administration  interne  les 
attributions  de  la  division  des  services  finan- 
ciers en  ce  qui  concerne  les  directives  et  con- 
seils  fonctionnels  a  donner  en  matiere  de 
finances. 

FORMATION  ET  PERFECTIONNEMENT 

•  Le  Ministere  et  le  Secretariat  n'offrent  aucun 
cours  adequat  sur  leurs  systemes  de  gestion  et 
de  controle  financiers. 


D 'accord.  Ce  serait  en  effet  souhaitable. 


Nous  preciserons  le  texte  actuel  du  manuel  d 'ad- 
ministration interne  d'ici  le  31  aout  1975. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

La  division  des  services  financiers  devrait  of- 
frir  son  programme  de  formation  et  de  perfec- 
tionnement  aux  agents  administratifs  qui, 
dans  les  directions,  ont  des  attributions 
financieres. 


COMMEINTAIRES  DUMINISTERE  ET  DU 
SECRETARIAT 

Aucun  besoin  general  ou  permanent  ne  le  justi- 
fie.  Les  personnes  qui  ont  besoin  de  formation 
suivent  des  cours  de  la  Commission  de  la  Fonc- 
tion  publique  (C.F.P.)  et  assistent  a  des  seances 
d 'information  speciales  de  la  division  des  ser- 
vices financiers. 


CONTROLE  COMPTABLE  DES  DEPENSES 

•  Les  demandes  de  cheque  sont  envoyees  par 
lots  aux  bureaux  payeurs  du  ministere  des  Ap- 
provisionnements  et  Services.  Pour  eviter  la 
fraude  et  les  erreurs,  la  division  des  services 
financiers  devrait  choisir  un  agent  financier 
sur  qui  serait  independant  de  l'agent  payeur 
et  qui  controlerait  le  dernier  les  demandes  de 
cheque  avant  leur  envoi  pour  s 'assurer  qu'el- 
les  ont  ete  dtiment  autorisees  en  conformite 
des  articles  26  et  27  de  la  Loi  sur  l'administra- 
tion  financiere. 

PAIE 

•  La  distribution  des  cheques  de  paie  laisse  a 
desirer,  car  aucun  agent  independant  n'exerce 
de  controle  qui  permettrait  d'ecarter  toute 
possibility  de  fraude. 

La  division  des  services  financiers  devrait  as- 
sumer  la  responsabilite  fonctionnelle  du  con- 
trole financier  de  la  paie  et  distribuer  elle- 
meme  les  cheques  de  temps  a  autre. 

VERSEMENTS  RECUS  DANS  LE 
COURRIER 

•  L 'employe  qui  depouille  le  courrier  n'inscrit 
pas  les  recettes  au  comptant  en  presence  d'un 
collegue  de  facon  a  assurer  que  tous  les  reve- 
nus  sont  percus  et  declares. 

II  conviendrait  d 'assurer  que  1 'employe  qui 
depouille  le  courrier  respecte  le  reglement  sur 
la  reception  et  le  depot  des  deniers  publics. 

Les  employes  de  la  salle  centrale  du  courrier 
devraient  marquer  d  'un  cachet  d  'endossement 
special  tous  les  cheques  et  autres  titres  nego- 
ciables  recus  dans  le  courrier  pour  eviter 
qu  'on  les  encaisse  sans  y  etre  autorise. 

La  division  des  services  financiers  devrait  pro- 
ceder  a  un  examen  des  modalites  de  depouille- 
ment  du  courrier  pour  determiner  si  l'on  de- 
vrait tenir  un  brouillard  aux  depots  de 
dossiers. 


Cette  recommandation  sera  consideree. 


D  'accord. 


Nous       avons 
recommandation. 


donne       suite 


cette 


Nous  considererons  cette  recommandation. 


Les  depots  de  dossiers  ont  maintenant  leur 
brouillard. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

AMEUBLEMENT  ET  MATERIEL 

•  Le  Ministere  et  le  Secretariat  devraient  mettre 
en  place  en  1975  le  systeme  comptable  qu'ils 
sont  en  train  d'elaborer,  de  facon  a  rendre 
compte  quantitativement  de  tout  l'ameuble- 
ment  et  de  tout  le  materiel  qu'ils  achetent. 

•  Les  gestionnaires  des  programmes  et  des  cen- 
tres de  responsabilite  devraient  avoir  a  rendre 
compte  de  tout  l'ameublement  et  de  tout  le 
materiel  des  services  qui  relevent  d  'eux. 

STOCKS 

•  La  direction  des  finances,  du  personnel  et  de 
1 'administration  devrait  etablir  des  modalites 
de  surveillance  de  l'application  du  nouveau 
systeme  de  controle  des  stocks  afin  de  s 'assu- 
rer qu'il  sera  en  vigueur  avant  la  fin  de  1975. 

•  La  direction  des  finances,  du  personnel  et  de 
I'administration  devrait  exercer  un  controle 
quantitatif  sur  tous  les  stocks  d  'ameublement, 
de  materiel  et  de  fournitures. 

VERIFICATION  INTERNE 

•  Les  divers  programmes  et  comptes  du  Minis- 
tere et  du  Secretariat  ne  sont  actuellement  pas 
soumis  a  la  verification  interne. 

Le  Ministere  et  le  Secretariat  devraient  etablir 
une  section  de  verification  interne  qui  verifie- 
rait  leurs  programmes  et  activites  et  en  ferait 
rapport. 

PREVISIONS  DE  PROGRAMME/BUDGET 
PRINCIPAL  DES  DEPENSES 

•  Actuellement,  le  Ministere  et  le  Secretariat 
fondent  leurs  previsions  de  programme  sur  les 
ressources  approuvees  les  annees  precedentes, 
et  non  sur  un  plan  qui  soit  fonction  des  be- 
soins  futurs. 

Les  previsions  de  programme  du  Ministere  et 
du  Secretariat  devraient  refleter  les  priorites 
de  certaines  activites  et  les  besoins  reels  de 
ressources. 

•  Pour  assurer  qu'ils  s'en  tiennent  davantage  a 
leur  budget,  les  gestionnaires  des  programmes 
et  des  centres  de  responsabilite  devraient  par- 
ticiper  plus  activement  a  1 'elaboration  du 
Budget  principal  des  depenses  et  de  leur  bud- 
get de  fonctionnement. 


COMMENTAIRES  DUMINISTERE  ET  DU 
SECRETARIAT 


L 'elaboration  du  systeme  est  presque  terminee. 


Une  fois  le  nouveau  systeme  en  place,  les  ges- 
tionnaires devront  prendre  la  responsabilite  de 
leurs  actifs,  c'est-a-dire,  de  leur  ameublement  et 
de  leur  materiel. 


Une  fois  en  place,  le  nouveau  systeme  fera  1  'ob- 
jet  d'un  examen  periodique  dans  le  cadre  du 
programme  de  verification  interne. 

Le  nouveau  systeme  prevoira  les  controles  quan- 
titatifs  requis. 


Nous  avons  etabli  la  nouvelle  section. 


S'il  est  vrai  que  les  previsions  de  programme 
augmentent  chaque  annee  sans  changer  de  for- 
me, il  faut  ajouter  qu'elles  se  fondent  sur  nos 
priorites  et  sur  un  examen  complet  de  nos  be- 
soins de  ressources. 

II  est  difficile  d'entrevoir  comment  les  gestion- 
naires pourraient  jouer  un  role  plus  actif  dans 
ces  domaines,  mais  nous  etudierons  la 
suggestion. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

•  Quand  ils  planifient  les  ressources  humaines, 
le  Ministere  et  le  Secretariat  supposent  que 
Ton  pourra  trouver  immediatement  les  specia- 
listes  recherches  et  qu'on  pourra  les  embau- 
cher  en  peu  de  temps. 

Les  ressources  humaines  prevues  au  Budget 
des  depenses  devraient  tenir  compte  des  limi- 
tes  de  l'offre  de  specialistes  et  de  la  lenteur  de 
l'embauche. 

BUDGETS  D'EXPLOITATION 

•  Le  nombre  des  centres  de  responsabilite  de- 
vrait  etre  reduit  soit  a  un  niveau  de  direction, 
soit  a  un  niveau  qui  permettra  le  meilleur  con- 
trole  possible  de  l'emploi  des  ressources 
financieres. 

•  La  division  des  services  financiers  devrait 
fournir  aux  gestionnaires  des  centres  de  res- 
ponsabilite une  analyse  comparative  de  leurs 
annees-hommes  et  depenses  prevues  et  reelles 
de  facons  a  leur  laisser  la  responsabilite  des 
mesures  correctives  et  a  les  aider  a  preparer 
leurs  budgets  a  venir. 

•  Les  provisions  pour  salaires  et  les  primes  de 
vie  chere  devraient  figurer  dans  les  comptes 
rendus  budgetaires  des  qu'elles  sont  connues 
et  entrent  en  vigueur. 

RAPPORTS  DE  GESTION 

•  Les  rapports  de  gestion  du  ministere  des  Ap- 
provisionnements  et  Services  ne  sont  pas  par- 
faitement  clairs  pour  les  gestionnaires  de  cer- 
tains programmes  et  centres  de  responsabilite; 
ils  contiennent  de  plus  des  erreurs  et  des  lacu- 
nes  qui  ont  tendance  a  ebranler  la  confiance 
que  leur  accordent  les  gestionnaires. 

La  division  des  services  financiers  devrait  fai- 
re  apporter  les  ameliorations  necessaires  de 
facjon  a  rendre  les  rapports  plus  utiles  aux  ges- 
tionnaires des  programmes  et  des  centres  de 
responsabilite. 

Avant  de  distribuer  les  rapports  de  gestion,  il 
conviendrait  d'y  corriger  manuellement  les 
erreurs  importantes  qui  s'accumulent  dans  les 
etats  de  codes  errones  du  ministere  des  Ap- 
provisionnements  et  Services,  ainsi  que  les  au- 
tres  erreurs  decelees,  qui  se  repercutent  sur  les 
resultats  de  rendement  des  centres  de 
responsabilite. 


COMMENTAIRES  DUMINISTERE  ET  DU 
SECRETARIAT 


Ces  deux  facteurs  entrent  en  ligne  de  compte  au 
moment  de  l'elaboration  des  previsions  de  pro- 
gramme et  se  refletent  dans  le  Budget  principal 
des  depenses. 


L 'organisation  actuelle  convient  a  nos  besoins, 
mais  nous  prendrons  la  suggestion  en 
consideration. 


Nous  leur  fournissons  chaque  mois  un  etat  des 
ecarts  budgetaires  en  annees-hommes  et  en  dol- 
lars. Dans  les  cas  exceptionnels  au  besoin,  ils 
nous  demandent  ou  nous  leur  donnons  un  sup- 
plement d 'explications. 


Nous  examinerons  les  comptes  rendus  budgetai- 
res pour  voir  s'il  ne  serait  pas  possible  de  faire 
ressortir  davantage  les  provisions  pour  salaires. 


Nous   sommes   d 'accord.   Nous   etudierons 
question  d'ici  le  ler  novembre  1975. 


Nous  sommes  d 'accord. 


la 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

Un  cadre  superieur  de  la  division  des  services 
financiers  devrait  passer  en  revue  et  parapher 
les  conciliations  entre  les  rapports  de  sa  divi- 
sion et  ceux  du  ministere  des  Approvisionne- 
ments  et  Services. 

SYSTEMES  SUPPLEMENTAIRES 

•  En  plus  des  systemes  dont  il  est  expressement 
question  dans  la  presente  etude,  le  Ministere 
et  le  Secretariat  ont  des  systemes  comptables 
supplementaires. 

La  division  des  services  financiers  devrait  pas- 
ser en  revue  les  systemes  comptables  supple- 
mentaires ainsi  que  les  registres  pour  memoi- 
re  du  Ministere  et  du  Secretariat  pour  s 'assu- 
rer que  les  controles  financiers  sont  suffisants 
et  que  les  systemes  ne  font  pas  double  emploi. 

OBSERVATIONS  ET 
RECOMMANDATIONS 


COMMENTAIRES  DUMINISTERE  ET  DU 
SECRETARIAT 

Nous  ne  sommes  pas  d 'accord  avec  la  recom- 
mandation.  Cette  formalite  est  inutile  dans  les 
cas  oil  Ton  concilie  les  comptes;  mais  elle  est 
remplie,  par  exception,  lorsqu'un  probleme  se 
pose. 


Nous  prevoyons  actuellement  passer  en  revue 
tous  nos  systemes  comptables  internes  en  tenant 
compte  des  fonctions  operationnelles  speciales 
du  Ministere  et  du  Secretariat. 


COMMENTAIRES  DU  MINISTERE 


CONCERNANT  LE  MINISTERE 


PRETS  A  RECEVOIR 

•  Etant  donne  le  nombre  des  prets  (4,000  a  5,- 
000  actuellement),  la  tenue  de  ces  comptes  par 
des  methodes  manuelles  se  fait  de  plus  en  plus 
difncilement.  Cette  methode  ne  permet  pas 
non  plus  d'obtenir  facilement  des  donnees 
completes  sur  le  nombre  des  prets  arrieres  et 
les  interets  echus. 

Le  Ministere  devrait  terminer  d'ici  Fete  1975 
le  systeme  automatise  de  comptes,  y  compris 
des  comptes  de  controle,  qu'il  est  en  train  de 
mettre  au  point. 

Le  systeme  devrait  permettre  de  faire  figurer 
dans  les  comptes  rendus  mensuels  ou  periodi- 
ques  tous  les  paiements  arrieres  de  capital  et 
d 'interets  sur  les  prets  amortis  ainsi  que  les 
interets  a  payer  sur  les  prets  non  amortis. 

Le  Ministere  devrait  envisager  de  faire  payer 
des  interets  sur  les  versements  arrieres  sur  des 
prets  amortis. 


Ce  systeme  sera  au  point  en  1975. 


Le  systeme  en  voie  d  'elaboration  le  permettra. 


Nous  sommes  d 'accord. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

Le  Ministere  devrait  exposer  avec  precision 
ses  modalites  de  recouvrement  des  prets  et 
etablir  un  systeme  de  rappel  qui  permettrait 
d 'assurer  que  toutes  les  mesures  de  recouvre- 
ment de  prets  sont  systematiquement  portees 
sur  un  registre  pour  fin  de  consultation  et 
perception. 

PROGRAMME  DES  PRETS  ET 
PROGRAMMES  DU  SERVICE  DE  LA 
DETTE  PUBLIQUE 

•  II  y  aurait  lieu,  pour  eliminer  tout  double  em- 
ploi,  de  confronter  d'une  part  la  comptabilite 
du  grand  livre  detaille  supplementaire  dans 
lequel  la  division  des  services  financiers  tient 
les  comptes  du  programme  des  prets  et  du 
programme  du  service  de  la  dette  publique  et 
d 'autre  part  le  systeme  comptable  de  cette  di- 
vision ainsi  que  le  systeme  de  rapports  de  ges- 
tion  des  fonds  du  ministere  des  Approvision- 
nements  et  Services. 

PRETS  GARANTIS  A  RECEVOIR 

•  Les  systemes  et  controles  comptables  actuels 
de  recouvrement  et  de  comptabilite  des  prets 
impayes  consentis  aux  etudiants  et  aux  entre- 
prises  sont  insuffisants. 

Le  Ministere  devrait  mettre  en  place  un  syste- 
me comptable  automatise  qui  recevrait  toutes 
les  operations  comptables  et  pourrait  a  tout 
moment  donner  le  solde  courant  de  chaque 
pret;  le  Ministere  pourrait  ainsi  repondre  a 
tous  ses  besoins  de  comptabilite  et  de  comptes 
rendus  financiers. 


Chaque  categorie  de  pret  devrait  avoir  son 
compte  de  controle. 

II  devrait  etre  possible  d'inscrire  dans  les 
comptes  1'interet  a  recevoir  sur  tous  les  prets 
impayes. 

Le  systeme  comptable  automatise  devrait, 
pour  fin  de  controle  et  de  rappel,  fournir  un 
releve  separe  de  tous  les  prets  impayes  inac- 
tifs,  y  compris  les  prets  radies  accompagnes  de 

I  'automation  pertinente. 

II  y  aurait  avantage  a  verifier  periodiquement 
l'existence  des  etudiants  et  les  entreprises  a 
qui  le  Ministere  a  consenti  un  pret. 


COMMENTAIRES  DU  MINISTERE 

Nous  allons  decrire  en  detail  nos  modalites  de 
recouvrement. 


Cet  examen  comparatif  est  inutile  a  notre  avis, 
puisque  les  systemes  actuels  fonctionnent  bien, 
repondent  a  nos  besoins  courants  en  matiere 
d 'information  et  de  comptabilite  et  ne  font  pas 
double  emploi. 


II  est  inutile  et  non  economique  de  donner  suite 
a  la  recommandation  en  ce  qui  concerne  les 
prets  aux  etudiants,  car  le  systeme  comptable 
automatise  de  notre  agent  de  recouvrement  peut 
nous  en  donner  chaque  jour  le  solde  courant.  La 
recommandation  vaut  par  contre  en  ce  qui  con- 
cerne les  prets  aux  entreprises  pour  lesquels  nous 
avons  etabli  un  systeme  automatise. 

Nous  donnerons  suite  a  la  recommandation 
dans  le  cadre  de  notre  prochain  examen  des 
systemes. 

Voir  ci-dessus. 


En  mai,  nous  avons  procede  a  un  essai  en  vue  de 
realiser  cet  objectif  et  sommes  maintenant  en 
train  de  mettre  le  systeme  en  place. 


Nous  sommes  d 'accord.  Notre  programme  de 
verification  interne  englobera  la  confirmation 
des  soldes  de  prets. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 


COMMENTAIRES  DU  MIN1STERE 


II  faudrait  definir  et  faire  entrer  dans  le  syste- 
me  comptable  automatise  tous  les  comptes  de 
prets,  y  compris  les  prets  impayes  consentis 
aux  etudiants  qui  n'ont  pas  de  numeros  d 'as- 
surance sociale. 

Le  Ministere  devrait  produire  un  releve  men- 
suel  ou  periodique  indiquant  la  categorie  et  le 
montant  total  des  prets  a  recevoir,  y  compris 
les  interets  a  recevoir  sur  les  prets  aux  etu- 
diants et  aux  entreprises  et  les  prets  impayes 
dont  le  cout  n'a  pas  encore  ete  fixe. 

La  division  des  services  financiers  devrait  as- 
surer la  responsabilite  fonctionnelle  du  syste- 
me  comptable  du  programme  des  prets 
garantis. 

Le  Ministere  devrait  rembourser  aux  etablis- 
sements  de  credit  les  prets  impayes  qu'il  leur 
reprend  seulement  si  ceux-ci  lui  en  font  la  de- 
mande  et  lui  fournissent  toutes  les  pieces 
pertinentes. 


Le  Ministere  devrait  se  doter  d'une  methode 
convenable  de  classement  chronologique  des 
comptes,  de  fa<jon  a  savoir,  des  qu'il  rembour- 
se  les  etablissements  de  credit,  si  les  prets  im- 
payes sont  recouvrables  ou  non. 

Le  systeme  devrait  permettre,  au  moyen  de 
controles,  d'empecher  les  emprunteurs  qui  se 
sont  montres  de  mauvais  payeurs  d'obtenir  un 
autre  pret  dans  le  cadre  du  meme  programme 
ou  d'autres  programmes  relevant  d'autres 
ministeres. 

SYSTEMES  SUPPLEMENTAIRES 

•  II  y  aurait  lieu,  pour  eliminer  tout  double  em- 
ploi,  de  confronter  d'une  part  le  systeme 
comptable  supplementaire  de  la  division  des 
relations  federales-provinciales  et  d 'autre  part 
le  systeme  comptable  de  la  division  des  ser- 
vices financiers  et  le  systeme  de  rapports  de 
gestion  de  tresorerie  du  ministere  des  Appro- 
visionnements  et  Services. 


Nous  avons  commence  a  donner  suite  a  cette 
recommandation. 


Nous  donnerons  suite  a  la  recommandation. 


La    recommandation    est    conforme    a    notre 
politique. 


Nous  ne  sommes  pas  d 'accord  avec  la  recom- 
mandation. Elle  est  irrealisable  pour  ce  qui  est 
des  prets  aux  etudiants,  car  ceux-ci  sont  nom- 
breux  et  individuellement  peu  importants;  de 
plus,  les  etablissements  de  credit  n'ont  pas  de 
garantie  et  ne  sont  pas  disposes  a  nous  fournir 
de  pieces  a  l'appui  avant  d 'avoir  ete  payes;  nous 
ne  pouvons  done  effectuer  la  verification  des 
comptes  que  par  la  suite. 

Notre  essai  du  mois  de  mai  portait  entre  autres 
sur  ce  point,  et  nous  sommes  en  train  de  mettre 
la  methode  en  place. 


Nous  etudierons  la  question. 


Cette  confrontation  est  prevue  dans  notre  pro- 
gramme d'examen  des  systemes. 
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II  y  aurait  lieu,  pour  eliminer  tout  double  em- 
ploi,  de  confronter  d'une  part  le  systeme 
comptable  supplemental  de  la  division  des 
subventions  aux  municipality,  du  Ministere, 
et  les  cartes  registres  des  subventions  compi- 
lers pour  memoire  par  la  division  des  services 
financiers,  et  d 'autre  part  le  systeme  compta- 
ble de  cette  derniere  et  le  systeme  de  rapports 
de  gestion  des  fonds  du  ministere  des  Appro- 
visionnements  et  Services. 
II  y  aurait  avantage  a  modifier  la  liste  des 
paiements  de  subvention  aux  municipality, 
destinee  aux  Comptes  publics,  pour  y  inclure 
l'annee  d 'imposition  a  laquelle  se  rappor- 
taient  les  paiements  de  subvention  ainsi  que 
les  sommes  versees  en  vue  d  'ameliorations  lo- 
cales et  a  d'autres  fins. 


COMMENTAIRES  DU  MINISTERE 


Voir  ci-dessus. 


Nous  etudierons  la  question. 


OBSERVATIONS  ET 
RECOMMANDATIONS  CONCERNANT 


COMMENTAIRES  DU  SECRETARIAT 


LE  SECRETARIAT 


ANALYSE  GENERALE  DES  AGENTS 
FINANCIERS 

•  Classes  administrateurs  financiers,  les  analys- 
tes  de  programme  sont  de  ce  fait  censes  posse- 
der  les  connaissances  et  les  aptitudes  des  ad- 
ministrateurs financiers  et  peuvent  profiter 
des  nombreuses  occasions  d'emploi  qui  se  pre- 
sentent  au  gouvernement  dans  le  domaine  de 
l'administration  financiere. 

En  raison  de  la  nature  particuliere  de  leur 
travail,  les  analystes  de  programme  du  Secre- 
tariat devraient,  si  ce  dernier  le  juge  appro- 
prie,  constituer  une  categorie  autonome. 

SYSTEMES  SUPPLEMENTAIRES 

II  y  aurait  lieu,  pour  eliminer  tout  double  em- 
ploi,  de  transferer  a  la  division  des  services 
financiers  les  registres  autonomes  pour  me- 
moire et  les  systemes  comptables  de  la  divi- 
sion des  pensions  et  assurances  du  Secretariat 
et  de  confronter  ceux-ci  avec  le  systeme  comp- 
table de  la  division  des  services  financiers  et  le 
systeme  de  rapports  de  gestion  des  fonds  du 
ministere  des  Approvisionnements  et  Services. 


Nous  etudions  la  question. 


Nous  avons  transfere  a  la  division  des  services 
financiers  les  systemes  comptables  de  la  division 
des  pensions  et  assurances  et  nous  examinerons 
les  registres  que  celle-ci  tient  encore  pour 
memoire. 
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COMPTE  DE  L'ASSURANCE- 
HOSPITALISATION  HORS  DU  CANADA 

•  II  y  aurait  lieu,  pour  eliminer  tout  double  em- 
ploi,  de  confronter  d'une  part  le  systeme 
comptable  et  statistique  detaille  supplementai- 
re  que  la  division  des  services  financiers  tient 
a  l'egard  du  compte  de  l'assurance-hospitali- 
sation  hors  du  Canada  et  d 'autre  part  le  syste- 
me comptable  de  cette  division  et  le  systeme 
de  rapports  de  gestion  des  fonds  du  ministere 
des  Approvisionnements  et  Services. 


COMMENTAIRES  DU  SECRETARIAT 


Cet  examen  comparatif  est  inutile  a  notre  avis, 
car  les  systemes  actuels  fonctionnent  bien,  re- 
pondent  a  nos  besoins  courants  en  matiere  d 'in- 
formation et  de  comptabilite  et  ne  font  pas  dou- 
ble emploi. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 


COMMENTAIRES  DU  MINISTERE 


ORGANISATION  DE  LA  FONCTION 
FINANCIERE 

•  Dans  ses  operations,  la  Gendarmerie  insiste 
sur  la  communication  directe  des  rapports. 
Bien  qu'on  puisse  constater  un  certain  degre 
de  controle  fonctionnel,  nous  avons  conclu, 
d'apres  certaines  observations,  qu'il  y  a  place 
pour  des  ameliorations  dans  ce  domaine. 

Pour  ameliorer  les  liens  fonctionnels  entre  la 
direction  generate  des  services  et  des  approvi- 
sionnements  et  les  agents  des  services  finan- 
ciers et  des  approvisionnements,  au  sein  des 
divisions,  il  faudrait: 

a)  que  ces  liens  apparaissent  clairement  dans 
les  organigrammes,  dans  les  descriptions  de 
postes  et  dans  le  manuel  d 'administration 
de  la  Gendarmerie; 

b)  que  Ton  fasse  des  evaluations  du  rendement 
des  personnes  qui  remplissent  des  fonctions 
liees  aux  finances  dans  les  divisions,  et  que 
ces  evaluations  soient  revues  par  des  agents 
des  services  financiers  qui,  au  quartier  gene- 
ral d  'Ottawa,  sont  charges  du  controle  et  de 
la  direction  fonctionnelle  du  personnel  des 
divisions;  et 


Nous  sommes  d 'accord.  C'est  le  directeur  gene- 
ral des  services  et  des  approvisionnements  qui, 
par  la  formulation  et  ('interpretation  de  princi- 
pes  financiers  uniformes  dans  toute  la  Gendar- 
merie, exerce  le  controle  fonctionnel  des  direc- 
tions des  finances  dans  les  divisions,  de  meme 
que  dans  les  unites  specialisees  ayant  besoin  de 
personnel  de  soutien  financier.  Cette  tache  com- 
porte  la  surveillance  et  le  travail  complementaire 
necessaires  pour  s 'assurer  que  les  responsabilites 
financieres  sont  assumees  de  fa9on  adequate. 
Nous  avons  deja  pris  des  mesures  pour  definir 
plus  clairement  ces  liens  fonctionnels  dans  le 
manuel  d 'administration.  Nous  allons  instaurer 
un  programme  destine  a  mettre  a  jour  les  orga- 
nigrammes et  les  descriptions  de  poste  en  vue  de 
refleter  ces  liens  fonctionnels. 
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COMMENTAIRES  DU  MINISTERE 


c)  que  Ton  insiste  plus  qu'on  ne  le  fait  actuel- 
lement  sur  la  direction  et  le  controle  fonc- 
tionnel  des  services  financiers  de  la  Gendar- 
merie, surtout  a  1 'occasion  de  l'etablisse- 
ment  de  nouvelles  entites. 


DOTATION  DE  LA  FONCTION 
FINANCIERE 

•  La  Gendarmerie  a  maintenu  un  personnel 
suffisant  dans  ses  services  financiers.  Bien  que 
quelques  postes  cles  soient  remplis  par  des 
fonctionnaires,  la  plupart  le  sont  par  des 
membres  de  la  Gendarmerie. 

II  faudrait  envisager  de  fournir  plus  d 'occa- 
sions d'avancement  et  de  meilleures  perspecti- 
ves de  carriere  aux  fonctionnaires  qui  ont  des 
responsabilites  financieres,  en  vue  d'attirer  et 
de  retenir  le  personnel  voulu. 


•  Des  cours  officiels  de  formation  et  de  perfec- 
tionnement  en  matiere  financiere,  pour  la 
Gendarmerie,  se  donnent  uniquement  au 
quartier  general  a  Ottawa,  tandis  que  les  divi- 
sions ont  recours  a  la  formation  sur  place  pour 
instruire  leur  personnel. 

La  direction  de  la  formation  de  la  direction 
generale  de  l'organisation  et  du  personnel,  en 
collaboration  avec  la  direction  generale  des 
services  financiers  et  des  approvisionnements, 
devrait  organiser,  sur  une  base  reguliere,  des 
cours  de  formation  et  de  perfectionnement  en 
matiere  financiere  a  l'usage  des  divisions. 

•  Les  descriptions  de  poste  ne  sont  pas  mises  a 
jour  de  fa9on  reguliere  et  ne  sont  pas  redigees 
de  maniere  a  refleter,  en  termes  bien  definis, 
les  attributions  et  les  taches  financieres  ainsi 
que  les  liens  fonctionnels. 

II  faudrait  reviser  les  descriptions  de  postes  de 
facon  a  ce  qu'elles  definissent  nettement  les 
taches  et  les  attributions,  ainsi  que  les  liens 
fonctionnels  des  employes  des  services  finan- 
ciers. Par  la  suite,  il  faudrait  en  revoir  le  texte 
de  fac,on  reguliere. 


Le  directeur  general  des  services  et  des  approvi- 
sionnements etudie  les  evaluations  de  rendement 
lorsque  des  mesures  de  selection  ou  de  promo- 
tion doivent  etre  prises;  toutefois,  nous  allons 
envisager  1  'adoption  d  'un  systeme  qui  permettra 
de  lui  soumettre  regulierement  ces  evaluations. 


Grace  a  une  redistribution  des  attributions  au 
cours  de  1  'annee  derniere,  nous  avons  mieux  re- 
connu  la  contribution  de  plusieurs  employes  pre- 
cieux  en  haussant  sensiblement  leur  niveau  de 
classification.  La  Gendarmerie  est  tout  a  fait 
consciente  de  la  necessite  d'attirer  et  de  retenir 
du  personnel  competent  et  elle  continuera  de 
mettre  1 'accent  sur  1 'amelioration  des  perspecti- 
ves de  carriere  des  fonctionnaires. 


Nous  sommes  d 'accord.  Nous  avons  deja  de- 
mande  a  la  direction  de  la  formation  d 'aider  a 
organiser  un  programme  de  formation  applica- 
ble au  niveau  des  divisions. 


Nous  sommes  d 'accord.  Nous  allons  mettre  sur 
pied  un  systeme  qui  permettra  de  revoir,  de  fa- 
con  reguliere,  les  descriptions  de  poste  et  d 'iden- 
tifier les  liens  fonctionnels. 
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COMMUNICATIONS  DES  BESOINS 
D'ORDRE  FINANCIER 

•  Le  manuel  d 'administration  n'explique  pas 
suffisamment  tous  les  aspects  des  systemes  et 
des  methodes  de  gestion  et  de  controle  finan- 
ciers, actuellement  en  usage. 

La  Gendarmerie  devrait  s 'assurer  que  le  con- 
tenu  financier  de  son  manuel  d 'administration 
est  complet. 


COMMENTAIRES  DU  MINISTERS 


PRINCIPES  ET  METHODES  DE 
CONTROLE  DES  DEFENSES  ET  DES 
REVENUS 

•  La  Gendarmerie  est  extremement  consciente 
de  l'importance  d'une  bonne  gestion  et  d'un 
controle  des  finances,  et  c'est  pourquoi  elle 
s'est  attachee  a  mettre  continuellement  a  jour 
ses  methodes  et  systemes  financiers,  afin  de 
repondre  a  revolution  des  besoins.  On  pour- 
rait  apporter  d'autres  ameliorations  au  con- 
trole des  depenses  et  des  revenus,  notamment 
en  ce  qui  a  trait  a  la  verification  interne  ac- 
tuelle,  a  l'utilisation  accrue  de  documents  uni- 
formes  et  prenumerotes,  a  la  verification  des 
rapports  d 'information  de  gestion,  et  a  la  ma- 
niere  dont  on  tient  certains  registres  auxiliai- 
res  de  revenus. 

Au  moment  de  preparer  la  revision  de  la  sec- 
tion financiere  du  manuel  d 'administration,  la 
Gendarmerie  devrait  apporter  les  modifica- 
tions voulues  aux  systemes  et  methodes  de 
comptabilite  des  depenses  et  des  revenus  afin 
d'obtenir  des  donnees  financieres  completes, 
exactes  et  sures,  de  la  source  jusqu'au  traite- 
ment  et  a  la  communication. 


Le  manuel  d 'administration  est  essentiellement 
destine  a  l'ensemble  du  personnel  de  l'exterieur 
et  il  n'est  pas  fait  pour  exposer  en  detail  les 
systemes  et  methodes  adoptes  par  les  seules  uni- 
tes financieres.  Nous  avons  constate  depuis  assez 
longtemps  la  necessite  de  fournir  au  personnel 
des  finances  un  manuel  traitant  exhaustivement 
des  methodes  et  des  principes  financiers;  le  tra- 
vail de  preparation  de  ce  manuel  est  en  cours. 


Dans  le  cadre  du  nouveau  manuel  de  methodes 
et  de  principes  financiers,  que  nous  preparons, 
nous  avons  1 'intention  d'evaluer  et  d'expliquer 
tous  les  systemes  de  controle  des  depenses  et  des 
revenus  utilises  dans  la  Gendarmerie. 
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APPROVISIONNEMENTS  ET  BIENS 
D'INVESTISSEMENTS 

•  La  Gendarmerie  devrait  preparer  et  diffuser 
des  methodes  d'inventaire  appropriees,  y 
compris  des  directives  sur  le  temps  d 'arret  des 
achats  et  des  livraisons,  la  desuetude  et  la  fa- 
con  de  compter  et  de  concilier  les  stocks 
physiques. 


AVANCES  DE  FONDS  DE  ROULEMENT 

•  Dans  certaines  divisions,  l'administration  et 
le  personnel  s'occupent  du  fonctionnement 
quotidien  du  mess,  tandis  que  le  personnel  des 
services  financiers  et  des  approvisionnements 
est  charge  d  'autoriser  les  depenses  et  de  depo- 
ser  les  fonds  du  mess. 

La  Gendarmerie  devrait,  en  ce  qui  concerne  le 
fonctionnement  du  mess  au  niveau  des  divi- 
sions, envisager  de  proceder  a  une  nouvelle 
repartition  des  pouvoirs  et  des  responsabilites 
entre  les  directions  en  cause  afin  d'instaurer 
un  meilleur  controle  financier  dans  ce  secteur. 


A  partir  du  ler  avril  1975,  l'avance  de  fonds 
de  roulement  de  l'habillement  a  ete  etendue 
aux  produits  finis  d'habillement  et  aux  acces- 
soires  emmagasines  a  la  Gendarmerie. 


COMMENTAIRES  DU  MINISTERE 


Les  registres  et  les  methodes  d'inventaire  en  vi- 
gueur  dans  la  Gendarmerie  permettent  d'exer- 
cer  un  controle  strict  et  nous  n'avons  eprouve 
aucune  perte  serieuse.  Toutefois,  les  consignes 
imprimees  sur  les  diverses  formules  de  l'admi- 
nistration autorisent,  en  effet,  differentes  facons 
de  tenir  les  registres  d'inventaire  et  de  les  conci- 
lier avec  les  stocks  reels.  Nous  allons  elaborer 
une  methode  plus  precise  qui  figurera  dans  le 
manuel  des  methodes  et  des  principes  financiers. 


A  l'origine,  nous  avions  etabli  les  methodes  de 
controle  suivies  par  les  mess  au  niveau  des  divi- 
sions en  vue  d 'assurer  une  repartition  adequate 
des  responsabilites  a  une  epoque  ou  nous  n'a- 
vions  pas  d 'agents  financiers  dans  les  divisions. 
Nous  allons  etudier  cette  recommandation  en 
vue  de  confier  toute  la  gestion  des  mess  a  un  seul 
centre  de  responsabilite  et  d  'elaborer  des  metho- 
des bien  precises,  y  compris  de  fixer  les  liens 
fonctionnels  avec  le  quartier  general  a  Ottawa. 
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La  Gendarmerie  devrait  s 'assurer  que  l'inven- 
taire  initial  de  l'habillement  et  des  accessoires 
est  fait  avec  soin,  qu'il  comprend  les  stocks 
conserves  au  depot  de  la  division  de  Regina, 
et  que  des  principes  adequats  d'etablissement 
des  prix  de  revient,  completes  d'un  systeme 
comptable  approprie  de  couts,  sont  exposes  et 
respectes. 


COMMENTAIRES  DU  MINISTERE 

Le  fonctionnement  de  l'avance  de  fonds  de  rou- 
lement  applicable  a  l'habillement  et  aux  acces- 
soires (uniformes)  en  est  encore  au  stade  de  d6- 
veloppement;  plus  tard  dans  l'annee,  nous  y 
ajouterons  un  controle  informatise  des  stocks. 
Nous  elaborons  ce  systeme  en  etroite  collabora- 
tion avec  le  personnel  du  Conseil  du  tresor. 
Nous  reconnaissons  parfaitement  la  necessite 
d  'identifier  avec  beaucoup  de  precision  les  stocks 
initiaux  et  d 'adopter  des  principes  adequats  d'e- 
tablissement des  prix  de  revient.  Nous  etudions, 
a  titre  d 'alternative  a  1 'inclusion  de  ces  stocks 
dans  l'avance  de  fonds  de  roulement,  la  possibi- 
lity d'etablir  un  systeme  d'inventaire  auxiliaire 
en  vue  de  controler  le  stock  maintenu  au  depot 
de  la  division.  Nous  comptons  que  la  mise  en 
oeuvre  du  systeme  sera  completee  le  ler  avril 
1976. 


VERIFICATION  INTERNE 

•  La  Gendarmerie  dispose  maintenant  de  deux 
unites  officielles  de  verification  qui  fonction- 
nent  de  fac,on  independante  l'une  de  l'autre; 
ce  sont  l'unite  de  verification  financiere  et  l'u- 
nite de  verification  des  operations.  La  premie- 
re releve  du  directeur  des  services  et  approvi- 
sionnements;  la  seconde  fait  partie  du  secreta- 
riat du  Commissaire  envers  qui  elle  est 
comptable. 

II  faudrait  etablir  un  comite  de  verification 
qui  assumerait  la  direction  et  la  surveillance 
de  toutes  les  verifications  internes  de  la  Gen- 
darmerie ainsi  que  l'examen  des 
constatations. 

La  Gendarmerie  devrait  regrouper  l'unite  de 
verification  financiere  et  l'unite  de  verification 
des  operations  en  une  seule  section  qui  releve- 
rait  du  comite  de  verification. 


Nous  sommes  d 'accord.  Nous  reconnaissons  les 
avantages  qu'offre  un  comite  de  verification  et 
nous  prenons  des  mesures  immediates  pour  en 
determiner  la  composition  et  le  mandat. 

La  presente  unite  de  verification  des  operations 
a  ete  formee  en  1974  pour  remplacer  une  equipe 
d 'inspection  qui  reglait  surtout  des  questions  de 
respect  des  politiques.  Nous  avons  etabli  l'unite 
de  verification  financiere  pour  assumer  la  res- 
ponsabilite  des  verifications  a  posteriori  confiees 
a  notre  administration  a  la  suite  des  modifica- 
tions apportees  a  la  Loi  sur  l'administration  fi- 
nanciere en  1969.  Le  regroupement  des  deux 
unites  semble  constituer  une  mesure  raisonnable 
et  cette  recommandation  fera  l'objet  d'une  etude 
qui  portera  plus  particulierement  sur  la  possibi- 
lity de  confier  au  comite  de  verification  la  res- 
ponsabilite  de  l'unite  de  verification  financiere, 
par  l'entremise  du  chef  de  l'unite  de  verification 
des  operations. 
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On  n'a  pas  suffisamment  insiste  sur  revalua- 
tion des  systemes  et  des  methodes  de  controle 
interne  avant  de  determiner  l'etendue  des  ve- 
rifications. Les  attributions  de  1  'unite  de  veri- 
fication financiere  n'englobent  pas  tous  les 
secteurs  financiers  de  la  Gendarmerie,  par 
exemple,  la  paie. 

II  conviendrait  d'etendre,  de  revoir  et  de  de- 
crire  les  responsabilites  et  les  methodes  de  ve- 
rification de  facon  qu'elles  englobent  tout  ce 
qui  a  trait  aux  revenus  et  aux  depenses. 


CONTROLE  BUDGETAIRE 

•  La  Gendarmerie  a  envisage  d'etablir  des  uni- 
tes de  planification  dans  les  divisions.  Bien 
que  certaines  divisions  aient  mis  sur  pied  des 
unites  de  planification,  les  agents  de  planifi- 
cation des  divisions  ne  semblent  pas  avoir  re- 
9U,  de  la  direction  de  la  planification  a  Otta- 
wa, la  formation,  l'orientation  et  l'aide  vou- 
lues  pour  leur  permettre  d'apporter  une  con- 
tribution efficace  a  la  gestion  de  leur  division. 

La  Gendarmerie  devrait  encourager  davanta- 
ge  l'etablissement  de  moyens  appropries  de 
planification  a  long  terme  au  niveau  des  divi- 
sions, avec  a  l'appui  un  personnel  competent. 


COMMENTAIRES  DU  MINISTERE 


Depuis  quelque  temps,  la  Gendarmerie  se 
preoccupe  de  la  necessite  d'une  planification  a 
long  terme  du  controle  budgetaire  et  des  com- 
plications qui  en  decoulent.  Elle  obtiendrait 
une  amelioration  accrue  dans  ce  domaine  si 
elle  insistait  davantage  sur  certains  aspects  de 
la  planification  a  long  terme. 


Nous  avons  commence  a  elaborer  des  methodes 
de  verification  financiere  qui  repondraient  aux 
besoins  particuliers  de  la  Gendarmerie.  Nous 
projetons  de  terminer  ce  travail  avant  la  fin  de 
l'annee  financiere  1975-1976  et  nous  les  inclu- 
rons  dans  le  nouveau  manuel  des  methodes  et 
des  principes  financiers. 


Nous  avons  pense  pendant  longtemps  que  la 
planification  a  long  terme,  au  quartier  general 
d 'Ottawa,  etait  la  cle  d'un  controle  efficace  du 
budget.  La  nomination  recente  d'un  nouvel 
agent  de  planification,  au  quartier  general,  en 
meme  temps  que  l'etablissement  progressive 
d 'unites  de  planification  dans  toutes  les  divisions 
vont  permettre  l'amelioration  de  la  planification 
a  long  terme  sur  une  base  plus  decentralisee. 
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La  Gendarmerie  revoit  chaque  annee  ses 
plans  a  long  termes  et  les  resultats  apparais- 
sent  dans  sa  publication  qui  traite  des  princi- 
pes  et  des  objectifs.  La  forme  actuelle  de  ce 
document  ne  permet  pas  de  1  'integrer  dans  la 
soumission  des  previsions  de  programme  et  il 
ne  se  prete  ni  a  une  surveillance  ni  a  une  ap- 
preciation efficace  de  rendement,  non  plus 
qu'a  une  saine  utilisation  des  ressources.  II 
semble  que  le  role  et  les  attributions  du  per- 
sonnel affecte  a  la  tache  de  reviser  les  pro- 
grammes et  les  projets  permanents  en  vue  de 
determiner  l'efficacite  et  les  priorites  des  etu- 
des couts-avantages  ne  soient  pas  suffisam- 
ment  precises  de  facon  formelle. 

La  publication  sur  les  principes  et  les  objectifs 
de  la  Gendarmerie  devrait  etre  suffisamment 
formelle  pour  permettre  des  comparaisons 
precises  et  evidentes  entre  le  Budget  principal 
des  depenses  et  les  resultats  obtenus  en  termes 
qualitatifs  et  quantitatifs.  II  faudrait  exposer 
dans  la  section  sur  les  finances  du  manuel 
d 'administration  les  systemes,  les  principes  et 
les  methodes  applicables  au  processus  de  la 
planification,  de  la  prevision  et  de  revaluation 
des  processus. 

II  s'est  forme  un  sous-comite  officieux  qui  reu- 
nit  certains  membres  de  la  commission  de  la 
planification  et  du  comite  du  budget;  ce  sous- 
comite  decide  de  questions  d'ordre  financier 
sans  consulter  formellement  tous  les  membres 
du  comite. 

La  Gendarmerie  devrait  s 'assurer  que  seuls 
les  agents  officiellement  autorises  peuvent 
prendre  les  decisions  importantes  en  matiere 
de  planification,  d 'affectation  des  ressources 
ou  de  budget;  il  conviendrait  aussi  que  ces 
decisions,  accompagnees  d 'explications  perti- 
nentes  soient  communiquees  en  temps  voulu, 
aux  directeurs  concernes  des  secteurs  des  fi- 
nances et  des  operations. 


COMMENTAIRES  DU  MINISTERE 


Lors  de  la  preparation  du  nouveau  manuel  des 
methodes  et  principes  financiers,  nous  nous  pro- 
posons  d'expliquer  le  processus  du  cycle  budge- 
taire,  et  de  prevoir,  de  la  part  du  quartier  gene- 
ral et  des  unites  de  planification  des  divisions, 
une  surveillance  plus  formelle  des  programmes, 
en  termes  de  resultats  obtenus. 


La  commission  de  planification  officielle  ap- 
prouve  les  principes  et  les  objectifs,  de  meme 
que  les  previsions  de  programme  et  les  plans  du 
Budget  principal  des  depenses.  Un  comite  plus 
restreint,  compose  de  cadres  superieurs  et  presi- 
de par  le  sous-commissaire  a  Fadministration,  a 
recu  l'autorisation  de  prendre  des  decisions,  au 
niveau  de  l'execution,  afin  d'atteindre  des  objec- 
tifs definis  selon  des  lignes  directrices  generates. 
Nous  avons  adopte  un  processus  qui  assure  que 
le  texte  de  ces  decisions  parviendra,  suivant  un 
calendrier  regulier,  a  tous  les  membres  de  la 
commission  de  planification  officielle. 
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Dans  toute  la  Gendarmerie,  on  insiste  sur  le 
controle  des  ressources  et  des  budgets  en  ter- 
mes  d'annees-hommes  et  de  depenses  totales. 
On  tient  compte  du  niveau  des  operations  en 
termes  d'activites  et  de  realisation  de  plans  et 
d'objectifs  justifies,  mais  on  ne  le  fait  de  facon 
ni  complete  ni  formelle.  La  Gendarmerie  est 
en  train  de  mettre  a  1  'essai  un  systeme  de  me- 
sure  du  rendement  de  Fexploitation  qui,  espe- 
re-t-elle,  va  aider  a  controler  les  ressources  par 
activite.  La  decentralisation  constante  des  res- 
ponsabilites et  des  pouvoirs  au  sein  de  la  Gen- 
darmerie exige  que  les  divisions  ameliorent 
leurs  systemes  budgetaires  en  vue  de  rendre 
compte  de  l'utilisation  des  ressources  et  de 
realiser  les  plans  et  les  objectifs  fixes. 

La  Gendarmerie  devrait  etablir  dans  chaque 
division  un  systeme  de  controle  budgetaire 
approprie  qui  correspondrait  aux  pouvoirs  et 
aux  responsabilites  accordes  a  la  division.  Ce 
systeme  devrait  insister  davantage  sur  le  re- 
cours  a  des  rapports  fondes  sur  les  activites  en 
vue  de  surveiller  et  de  controler  l'utilisation 
des  ressources. 


II  faudrait  former  au  sein  des  divisions  des 
comites  officiels  des  budgets  qui  compren- 
draient  au  moins  Fofficier  commandant,  l'a- 
gent  des  services  financiers  et  des  approvision- 
nements,  l'agent  d 'administration  et  du  per- 
sonnel et  l'agent  de  la  planification;  chaque 
comite  serait  charge  du  controle  budgetaire 
dans  sa  division. 


COMMENTAIRES  DU  MINISTERE 


Le  systeme  de  controle  budgetaire  actuellement 
en  vigueur  est  conc,u  de  facon  a  correspondre 
aux  responsabilites  incombant  aux  divisions.  Du 
point  de  vue  de  la  structure  organique  de  la 
Gendarmerie  au  niveau  des  divisions,  nous  n'a- 
vons  pas  trouve  pratique,  com  me  moyen  de  con- 
trole, le  recours  aux  rapports  fondes  sur  les  acti- 
vites. Nous  allons  etudier  cette  recommandation 
en  vue  de  determiner  quel  est  le  systeme  de  con- 
trole budgetaire  le  plus  efncace. 

Avec  la  formation  des  unites  de  planification 
dans  les  divisions,  nous  nous  proposons,  confor- 
mement  a  cette  recommandation,  de  donner  un 
caractere  officiel  aux  comites  officieux  des  bud- 
gets qui  existent  deja. 


RAPPORTS  FINANCIERS 

•  Le  ministere  des  Approvisionnements  et  Ser- 
vices a  delegue  a  la  Gendarmerie  un  agent  des 
services  d 'administration  charge  de  veiller  au 
traitement  des  operations  financieres,  a  Fad- 
ministration  de  la  paie  des  membres  de  la 
Gendarmerie  et  a  la  preparation  des  princi- 
paux  rapports  financiers.  Cet  agent  des  ser- 
vices d 'administration  ne  s'occupe  que  des  be- 
soins  de  la  Gendarmerie  et  n'a  la  charge  d'au- 
cun  autre  ministere. 
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II  faudrait  bien  preciser  le  role,  les  fonctions, 
les  attributions  et  les  pouvoirs  de  l'agent  des 
services  d 'administration  a  la  Gendarmerie, 
de  meme  que  le  controle  fonctionnel  que  la 
Gendarmerie  exerce  sur  cet  agent. 

L'agent  des  services  d 'administration  pour- 
voit  aux  besoins  de  la  Gendarmerie  a  l'aide 
d'un  systeme  financier  informatise  indepen- 
dant  mais  neanmoins  relie,  aux  systemes  utili- 
ses par  le  ministere  des  Approvisionnements 
et  Services.  II  semble  pourtant  que  les  installa- 
tions informatiques  dont  dispose  l'agent  des 
services  d 'administration  ne  repondent  pas 
parfaitement  aux  besoins  de  la  Gendarmerie. 

La  Gendarmerie  devrait  veiller  a  ce  que  les 
installations  informatiques,  dont  dispose  l'a- 
gent des  services  d 'administration,  permettent 
d'obtenir  en  temps  opportun  les  renseigne- 
ments  de  gestion  financiere. 

II  faudrait  bien  expliquer  les  systemes  et  les 
methodes  de  l'agent  des  services  d 'adminis- 
tration et  les  communiquer  au  personnel  inte- 
resse  de  la  Gendarmerie. 
Le  quartier  general  d 'Ottawa  n'a  pas  suffi- 
samment  explique  ni  communique  a  toute  la 
Gendarmerie  l'objet  des  rapports  financiers  et 
les  avantages  que  les  utilisateurs  peuvent  en 
tirer. 

La  Gendarmerie  devrait  s 'assurer  que  son  sys- 
teme d 'information  de  la  gestion  financiere 
repond  aux  besoins  du  personnel  aux  niveaux 
du  quartier  general  et  des  divisions,  et  envisa- 
ger  serieusement  d 'expliquer  l'utilite  de  cha- 
que  rapport. 


On  obtient  de  l'information  de  gestion  finan- 
ciere supplementaire  de  divers  autres  systemes 
de  rapports  exploites  par  certaines  directions 
de  la  Gendarmerie  et  par  d  'autres  ministeres. 
La  responsabilite  de  la  conception  des  syste- 
mes, du  traitement,  des  rapports  et  du  contro- 
le repose  sur  le  groupe  utilisateur  en  cause. 
Ces  systemes  supplementaires  ne  constituent 
pas  tous  une  simple  branche  du  systeme  de 
rapports  principal.  C'est  ainsi  qu'il  surgit  des 
differences  et  des  inexactitudes. 


COMMENTAIRES  DU  MINISTERE 

Nous  sommes  d 'accord.  II  existe  une  entente  fort 
satisfaisante  entre  la  Gendarmerie  et  l'agent  des 
services  d 'administration;  toutefois,  nous  n'a- 
vons  pas  defini  de  facon  precise  son  role,  ses 
fonctions,  ses  attributions  et  ses  liens  fonction- 
nels.  Nous  allons  corriger  cette  situation. 


Nous  avons  commence  une  etude  visant  a  deter- 
miner le  modele  d'ordinateur  qui  repondrait  le 
mieux  aux  besoins  de  la  Gendarmerie.  Cette  etu- 
de visera  egalement  a  une  mise  a  jour  des  rap- 
ports financiers  requis,  et  Ton  en  profitera  pour 
expliquer  les  systemes  et  les  methodes  appro- 
pries  dans  le  manuel  des  methodes  et  principes 
financiers. 
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La  Gendarmerie  devrait  s 'assurer  que  tous  les 
systemes  de  rapports  supplementaires  sur  la 
gestion  financiere  sont  bien  presentes  dans  le 
manuel  d 'administration  et  qu'ils  s'integrent 
parfaitement  au  systeme  principal  de  rap- 
ports. On  devrait  confier  la  responsabilite  de 
la  conception  et  du  fonctionnement  de  tous  les 
systemes  supplementaires  d 'information  de 
gestion  financiere  a  la  section  du  controle  et 
des  rapports  financiers  de  la  direction  de  la 
gestion  financiere. 

La  Gendarmerie,  par  l'entremise  de  la  direc- 
tion generale  du  Centre  d 'information  de  la 
Police  canadienne  (Centre),  exploite  un  com- 
plexe  electronique  elabore  qui  traite  surtout 
les  donnees  sur  l'application  et  le  respect  de  la 
loi.  L 'accessibility  des  ordinateurs  du  Centre  a 
amene  la  Gendarmerie  a  lui  confier  certaines 
parties  de  ses  besoins  d 'information  de  ges- 
tion. Ceci  a  ete  fait  avant  la  fin  de  l'etude  des 
operations  informatisees  de  l'agent  des  ser- 
vices d 'administration.  Compte  tenu  des  ef- 
fectifs  actuels  de  cette  direction  generale,  des 
risques  supplementaires  au  chapitre  de  la  se- 
curite,  du  conflit  qu'il  y  a  avec  l'objectif  prin- 
cipal du  Centre,  et  a  cause  aussi  du  role  futur 
de  l'agent  des  services  d 'administration  ainsi 
que  des  problemes  de  comptabilite  et  d 'inte- 
gration des  systemes  d'ordinateur,  il  serait 
preferable  de  ne  pas  avoir  recours  au  Centre 
pour  obtenir  de  l'information  de  gestion 
financiere. 

La  Gendarmerie  devrait  envisager  de  centra- 
liser,  dans  toute  la  mesure  possible,  son  syste- 
me d 'information  de  gestion  entre  les  mains 
de  l'agent  des  services  d 'administration. 


COMMENTAIRES  DU  MINISTERE 

Nous  sommes  d 'accord.  Nous  prendrons  les  me- 
sures  necessaires. 


La  commission  de  planification  a  longuement 
discute  cette  question.  Pour  des  raisons  de  secu- 
rite,  elle  a  prefere  utiliser  les  installations  du 
Centre  pour  produire  certains  genres  de  rap- 
ports de  gestion.  Toutefois,  nous  allons  examiner 
la  praticabilite  de  cette  recommandation  en  me- 
me  temps  que  nous  menerons  l'etude  visant  a 
determiner  les  besoins  en  materiel  informatique 
de  l'agent  des  services  d 'administration. 


281 


MINISTERE  DE  L'INDUSTRIE  ET  DU  COMMERCE 
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Notre  etude  a  porte  sur  tous  les  services  du  Ministere  qui  relevent  du  sous-ministre.  Nous 
avons  done  specifiquement  exclu  le  Groupe  des  cereales  et  les  entites  suivantes: 

L'Agence  d'examen  de  l'investissement  etranger 

Commission  d'aide  generate  de  transition 

Conseil  consultatif  de  la  machinerie  et  de  l'equipement 

Commission  du  systeme  metrique 

Conseil  national  de  l'esthetique  industrielle 

Comite  consultatif  du  developpement  de  l'industrie  pharmaceutique 

Commission  du  textile  et  du  vetement 

Conseil  consultatif  du  ministre 


OBSERVATIONS  ET 
RECOMMANDATIONS 

FONCTIONNAIRE  SUPERIEUR  DES 
FINANCES 

•  Le  Ministere  devrait  designer  un  fonctionnai- 
re  superieur  des  finances,  qui  siegerait  au  co- 
mite de  la  haute  direction. 

COMMUNICATION  ENTRE  LA 
DIRECTION  DES  SERVICES  FINANCIERS 
ET  LES  AUTRES  DIRECTIONS 

•  Les  agents  des  finances  et  les  agents  de  l'admi- 
nistration  qui  s'occupent  des  finances  a  l'exte- 
rieur  de  la  direction  des  services  financiers  ne 
relevent  ni  directement  ni  fonctionnellement 
d  'un  fonctionnaire  superieur  des  finances. 

Les  agents  des  finances  et  les  agents  de  1 'admi- 
nistration de  l'exteheur  de  la  direction  des 
services  financiers  devraient  relever  fonction- 
nellement d'un  fonctionnaire  superieur  des 
finances. 

•  Les  agents  administratifs  des  diverses  direc- 
tions ont  des  contacts  avec  les  fonctionnaires 
de  la  direction  des  services  financiers,  de  pre- 
ference avec  ceux  qu'ils  connaissent  qu'avec 
ceux  qui  pourraient  le  mieux  les  aider  ou  les 
conseiller. 


COMMENTAIRES  DU  MINISTERE 


Nous  etudions  actuellement  la  question. 


Nous  etablirons  des  liens  fonctionnels  et  deve- 
lopperons  des  methodes  qui  permettront  a  1 'ad- 
ministration de  jouer  un  role  fonctionnel. 
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Un  agent  presentement  a  la  direction  des  ser- 
vices financiers  devrait  servir  d 'intermediate 
entre  ses  collegues  et  ceux  de  1 'administration. 

MANUEL  FINANCIER 

•  Le  Ministere  devrait  fixer  le  delai  d'acheve- 
ment  le  plus  court  possible  de  son  manuel 
financier. 

SUBVENTIONS  ET  CONTRIBUTIONS 

•  A  1'exception  de  trois  programmes  d  'aide  sous 
forme  de  contributions,  ni  le  beneficiaire,  ni  le 
montant  des  subventions  et  autres  formes  de 
contribution  ne  figurent  dans  les  Comptes 
publics. 

Les  Comptes  publics  du  Canada  devraient 
enumerer  toutes  les  subventions  et  contribu- 
tions superieures  a  un  certain  montant  ($25,- 
000,  par  exemple). 

EQUIPEMENT 

•  II  faudrait  concilier  le  cout  de  l'equipement 
acquis  au  cours  de  l'annee  avec  le  total  des 
depenses  annuelles  de  chacun  des  articles  cou- 
rants  de  depenses  appropriees. 

VERIFICATION  INTERNE 

•  La  verification  interne  releve  du  directeur  ge- 
neral de  la  direction  des  services  financiers. 
Une  bonne  partie  de  l'etendue  du  travail  de  la 
verification  interne  porte  directement  sur  le 
rendement  de  la  direction  des  services 
financiers. 

La  verification  interne  devrait  faire  part  de 
l'etendue  de  son  travail  et  de  ses  conclusions 
d 'importance  a  un  haut  fonctionnaire  de  ges- 
tion  a  l'exterieur  de  la  direction  des  services 
financiers  ou  a  un  comite  de  verification  reu- 
nissant  plusieurs  membres  de  la  haute 
direction. 

STRUCTURE  PAR  ACTIVITE  ET  MESURES 
DU  RENDEMENT 

•  Le  Ministere  devrait  ventiler  ses  programmes 
par  element  d'activite  dans  son  systeme  comp- 
table  et  etablir  des  mesures  de  rendement  des 
activites,  la  ou  la  direction  pourrait  en  tirer 
profit. 


COMMENTAIRES  DU  MINISTERE 

Nous  designerons  un  agent  de  liaison  parmi  les 
fonctionnaires  de  la  direction  des  services  fi- 
nanciers qui  servira  d'intermediaire  entre  ses 
collegues  et  ceux  de  l'administration. 


Nous  avons  fixe  le  delai  d'achevement  du  ma- 
nuel financier.  II  devrait  etre  termine  le  3 1  de- 
cembre  1975. 


Nous  etudions  actuellement  les  consequences  de 
la  divulgation  de  ces  renseignements  et  nous  en 
discuterons  avec  le  Receveur  general. 


Les  stocks  d'equipement  seront  enregistres  dans 
nos  comptes  de  controle  en  1 975- 1 976. 


Nous  etudions  la  possibility  d  'etablir  le  comite. 


Nous  ventilerons  les  programmes  par  element 
d'activite  et  on  est  a  etablir  une  base  de  donnees 
en  vue  de  faciliter  la  «mesure  du  rendement ». 
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FONCTION  DE  PLANIFICATION 

ANNUELLE 

•  Les  gestionnaires  des  centres  de  responsabilite 
devraient  etre  informes  officiellement  des  ob- 
jectifs  de  la  haute  direction  avant  de  commen- 
cer  a  elaborer  le  plan  de  travail  de  l'annee  et 
la  preparation  des  previsions  de  programme. 

RAPPORTS  FINANCIERS 

•  II  faudrait  pousser  d'avantage  l'examen  des 
services  du  ministere  des  Approvisionnements 
et  Services  (M.A.S.)  pour  eviter  le  plus  possi- 
ble que  le  ministere  de  l'lndustrie  et  du  Com- 
merce (M.I.C.)  et  le  M.A.S.  preparent  les  me- 
mes  donnees  en  vue  du  systeme  de  rapports. 


COMMENTAIRES  DU  MINISTERE 


La  direction  donne  aux  gestionnaires  des  centres 
de  responsabilite  l'orientation  de  la  planification 
et  de  la  politique  des  previsions  annuelles  de 
programme.  Ces  renseignements  seront  precises 
dans  les  annees  a  venir. 


Nous  poursuivons  une  etude  continuelle  pour 
reduire  au  minimum  le  double  emploi  entre  le 
M.I.C.  et  le  M.A.S. 
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INFORMATION  CANADA 

Observations  et  recommandations  en  date  du  mois  de  decembre  1974 
Commentaires  du  Ministere  en  date  du  mois  d'aout  1975 


OBSERVATIONS  ET 
RECOMMANDATIONS 

RESPONSABILITE  FINANCIERE 

•  Le  specialiste  financier  superieur  du  Ministere 
est  completement  isole  du  comite  de  direction, 
de  la  direction  de  la  planification  et  de  l'admi- 
nistration  du  Ministere. 

Le  specialiste  financier  superieur  du  Ministere 
devrait  faire  partie  du  comite  de  direction. 

DOTATION  DE  POSTES  FINANCIERS 

•  II  y  a  eu  un  fort  taux  de  roulement  chez  les 
agents  et  le  personnel  financiers  du  Ministere, 
ef  celui-ci  doit  faire  appel  principalement  a 
des  employes  occasionnels  et  temporaires. 

Le  Ministere  devrait  nommer  des  que  possible 
des  employes  permanents  et  competents  aux 
postes  vacants  de  la  division  des  services 
financiers. 


COMMUNICATION  DES  CONSIGNES  ET 
FONCTIONS  FINANCIERES 

•  La  description  et  la  communication  des  me- 
thodes  et  fonctions  financieres  laissent  a 
desirer. 

Le  manuel  financier  du  Ministere  devrait  etre 
acheve  des  que  possible. 

II  faudrait  ameliorer,  grace  a  des  reunions  et  a 
des  rapports  periodiques,  les  communications 
internes  entre  les  agents  financiers  et  les  ges- 
tionnaires  organiques.  II  faudrait  aussi  pro- 
mouvoir  de  meilleures  communications  a  Pin- 
terieur  de  la  division  des  services  financiers  en 
diffusant  des  descriptions  de  tache,  des  metho- 
des  de  travail  et  des  organigrammes  plus  pre- 
cis ainsi  qu'en  offrant  un  programme  de  for- 
mation interne  dispense  par  les  hauts 
fonctionnaires. 


COMMENTAIRES  DU  MINISTERE 


Nous    etudierons    cette    recommandation    en 
temps  utile. 


Nous  avons  mis  le  recrutement  au  premier  plan 
de  nos  efforts;  cependant,  le  personnel  financier 
qualifie  fait  defaut  et,  par  surcroit,  il  a  peu  de 
perspectives  d'avancement  chez  nous.  Depuis 
1 'etude,  la  plupart  des  postes  ont  ete  combles. 


Nous  avons  termine  la  redaction  du  manuel;  il 
est  maintenant  a  la  traduction. 

Nous  accordons  actuellement  une  plus  grande 
attention  aux  communications  internes  entre 
d'une  part,  les  agents  financiers  et  d 'autre  part, 
les  gestionnaires  organiques  et  le  personnel 
financier. 


285 


OBSERVATIONS  ET 
RECOMMANDATIONS 

CONTROLE  DES  DOCUMENTS  DE 
DEPENSE 

•  Le  Ministere  n'a  pas  de  mode  de  controle,  par 
numeros  et  autres,  des  documents  de  depense 
qui  garantirait  que  le  paiement  des  comptes  se 
fasse  sans  erreur,  omission  ni  double  emploi. 

II  faudrait  mettre  en  usage  des  documents  de 
reception  et  des  demandes  de  cheque  prenu- 
merotes,  et  en  surveiller  l'utilisation.  II  fau- 
drait exercer  des  controles  comptables  sur  les 
documents  de  depense  avant  d'en  demander 
1'approbation  definitive,  et  non  apres. 

PAIE 

•  La  paie  et  le  personnel  relevent  tous  deux  des 
services  du  personnel.  Ce  defaut  de  separation 
des  taches  constitue  une  lacune  fondamentale 
du  controle  interne. 

II  faudrait  separer  convenablement  les  taches 
reliees  a  tous  les  aspects  de  la  paie.  II  faudrait 
envisager  la  possibility  de  transferer  aux  ser- 
vices financiers  la  charge  d'etablir  et  de  distri- 
buer  la  paie. 

•  II  est  deja  arrive  que  des  employes  soient  trop 
remuneres,  parce  que  le  Ministere  ne  s'etait 
pas  conforme  a  la  marche  a  suivre.  II  faudrait 
prendre  des  mesures  pour  que  les  surveillants 
remplissent  sans  retard  les  certificats  de  de- 
part des  employes  et  les  autres  documents  re- 
lies a  la  paie. 

REVENUS,  COMPTES  A  RECEVOIR  ET 
FONDS  RENOUVELABLES 

•  Les  factures  non  reglees  des  fournisseurs  ne 
figurent  pas  a  titre  de  comptes  a  payer  dans 
les  rapports  financiers  mensuels  du  Fonds  re- 
nouvelable  des  expositions,  et  les  comptes  ren- 
dus  du  Fonds  renouvelable  de  1 'edition  ne 
font  apparaitre  aucune  somme  courue  en  fin 
de  mois.  On  ne  dispose  done  pas  d  'informa- 
tion sure  pour  surveiller  la  situation  financiere 
et  les  resultats  d  'exploitation  de  ces  fonds  pen- 
dant l'annee. 

II  faudrait  etablir  des  rapports  financiers  men- 
suels des  fonds  renouvelables  d  'apres  les  prin- 
cipes  de  la  comptabilite  d'exercice. 


COMMENTAIRES  DU  MINISTERE 


Nous    instaurerons    les    controles    comptables 
recommandes. 


Nous  envisagerons  la  possibility  d  'appliquer  cet- 
te  recommandation  lors  d'une  eventuelle  grande 
reorganisation. 


Nous  avons  elabore  et  mis  en  oeuvre  une  metho- 
de  d'etablissement  des  certificats  de  depart. 


Nous  avons  donne  suite  a  cette  recommandation 
et  etabli  de  nouveaux  etats  pour  le  Fonds  renou- 
velable de  l'edition,  selon  la  methode  de  comp- 
tabilite d  'exercice. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

Le  Fonds  renouvelable  des  expositions  n'a  pas 
-  et  n'aura  pas,  selon  les  previsions  -  suffi- 
samment  de  revenus  pour  faire  ses  frais.  En 
novembre  1974,  le  solde  declare  du  Fonds  de- 
passait  de  $  1 70,000  la  limite  autorisee,  et  les 
paiements  aux  fournisseurs  avaient  ete  sus- 
pendus  en  raison  du  manque  de  fonds.  Ceci 
est  attribuable  aux  pertes  d 'exploitation  du 
fonds  ainsi  qu'aux  retards  de  recouvrement 
des  comptes  a  recevoir  d'autres  ministeres 
federaux. 

Les  exploitations  de  la  direction  des  exposi- 
tions ne  devraient  pas  etre  financees  par  un 
fonds  renouvelable;  sinon,  il  faudrait  prendre 
des  mesures  correctives  afin  que  les  revenus 
compensent  toutes  les  depenses. 
La  politique  de  credit  illimite  et  les  faiblesses 
du  controle  interne  des  revenus  et  des  comptes 
a  recevoir,  pour  le  Fonds  renouvelable  de  l'e- 
dition,  sont  a  l'etude.  La  politique  de  credit 
n'est  pas  conforme  aux  lignes  directrices  du 
Conseil  du  tresor  et  elle  a  complique  conside- 
rablement  le  recouvrement  et  l'administration 
d'un  grand  nombre  de  petits  comptes  en 
souffrance. 

On  devrait  rendre  plus  severe  la  politique  ac- 
tuelle  de  credit,  de  preference  en  vendant  les 
publications  contre  paiement  au  comptant,  ou 
faire  approuver  cette  politique  chaque  annee 
par  le  Conseil  du  tresor. 

L 'octroi  du  credit  et  la  perception  des  comptes 
echus  devraient  etre  separes  de  la  tenue  des 
comptes  a  recevoir. 

Le  Ministere  devrait  faire  un  plus  grand  usage 
et  controler  l'utilisation  de  formules  prenume- 
rotees  pour  le  credit,  la  facturation,  les  comp- 
tes a  recevoir  et  la  perception. 


COMMENTAIRES  DU  MINISTERE 


Le  Conseil  du  tresor  examine  actuellement  le 
rapport  du  groupe  d 'etude  touchant  les 
expositions. 


Nous  avons  revise  notre  politique  de  credit. 


Nous        avons        donne        suite        a        cette 
recommandation. 


Nous  donnerons,  la  ou  cela  est  possible,  suite  a 
cette  recommandation. 


287 


OBSERVATIONS  ET 
RECOMMANDATIONS 

•  Le  Ministere  n'a  pas  encore  reussi  a  determi- 
ner avec  precision  le  montant  des  subventions 
a  porter  au  credit  du  Fonds  renouvelable  de 
l'edition  et  a  imputer  a  l'activite  service  d 'edi- 
tion et  de  diffusion  du  credit  10.  Ces  subven- 
tions visent  a  promouvoir  l'edition,  la  vente  et 
la  diffusion  des  publications  gouvernementa- 
les.  Lors  de  notre  etude,  les  registres  du  Fonds 
renouvelable  de  l'edition  ne  tenaient  pas 
compte  non  plus  des  imputations  quant  au 
stock  initial  transfere  du  Ministere,  des  reve- 
nus  tires  de  services  rendus,  des  frais  d'inte- 
rets  courus  sur  les  avances  ni  des  factures  non 
reglees  des  fournisseurs. 

II  n'aurait  pas  fallu  demander  la  formation  du 
Fonds  renouvelable  de  1  'edition  avant  d  'avoir 
mis  au  point  les  politiques  financieres  et  les 
methodes  comptables  necessaires  a  un  contro- 
le  financier  efficace. 

Le  Ministere  devrait  veiller  a  ce  que  les  efforts 
qu'il  deploie  actuellement  pour  mettre  au 
point  des  principes  ou  des  formules  servant  au 
calcul  de  cette  subvention  pour  le  Fonds  re- 
nouvelable de  l'edition  soient  couronnes  de 
succes  et  conduisent  des  que  possible  a  l'appli- 
cation  de  ces  methodes. 

•  Le  systeme  actuel  de  comptabilite  et  de  con- 
trole  des  stocks  du  Fonds  renouvelable  de  l'e- 
dition laisse  a  desirer  et  est  actuellement  etu- 
die  par  des  conseillers  en  gestion. 

Le  Ministere  devrait  ameliorer  les  registres 
auxiliaires  de  stock  pour  qu'ils  soient  plus 
exacts  et  davantage  a  jour.  II  faudrait  aussi 
instaurer  des  methodes  particulieres  afin: 

a)  qu'on  procede  de  facon  independante  au 
denombrement  periodique  des  articles  stoc- 
kes  et  a  leur  conciliation  avec  les  registres 
auxiliaires  de  stock;  et 

b)  qu'on  tienne  des  comptes  de  controle  du 
stock,  ainsi  que  des  registres  detailles  au 
besoin,  dans  le  cas  des  publications  en  con- 
signation et  de  celles  detenues  par  chaque 
librairie  regionale. 


COMMENTAIRES  DU  MINISTERE 


Nous  sommes  d 'accord.  Nous  n'avions  pas  pre- 
vu  les  difficultes  que  poserait  la  tenue  de  ce 
Fonds  renouvelable. 


Nous  avons  mis  en  place  une  methode  adequate 
de  determination  et  d  'imputation  de  ces  frais. 


Nous  avons  elabore  un  systeme  approprie  et 
sommes  en  train  de  le  mettre  en  place. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

IMMOBILISATIONS 

•  Le  Ministere  tient  des  registres  auxiliaries  des 
immobilisations,  mais  n'a  jamais  procede  a 
un  denombrement  pour  verifier  l'exactitude 
des  registres  d 'immobilisations  du  Fonds  re- 
nouvelable  des  expositions. 

II  faudrait  compter  chaque  annee  tous  les  arti- 
cles d 'immobilisation  et  les  concilier  avec  les 
registres  auxiliaries  correspondants. 

VERIFICATION  INTERNE 

•  Le  service  de  verification  interne  du  Ministere 
est  temporairement  compose  de  deux  person- 
nes  dont  aucune  ne  possede  de  formation 
theorique  dans  le  domaine. 

Le  Ministere  devrait  veiller  a  ce  que  les  per- 
sonnes  affectees  a  son  service  de  verification 
interne  possedent  la  competence,  1 'experience 
et  l'encadrement  voulus. 

PREPARATION  DU  BUDGET 

•  Le  systeme  applique  ne  garantit  pas  que  les 
renseignements  budgetaires  emanant  des  di- 
rections sont  conformes  aux  objectifs  du 
Ministere. 

Les  methodes  de  preparation  et  d'examen  du 
budget  devraient  etre  fondees  sur  des  exposes 
precis  des  objectifs,  plans  et  buts,  exprimes  si 
possible  sous  forme  quantitative. 

Les  gestionnaires  des  centres  de  responsabilite 
devraient  participer  davantage  a  la  prepara- 
tion et  au  controle  du  budget. 

CONTROLE  DES  AFFECTATIONS 

•  Les  virements  d'une  sous-affectation  ministe- 
rielle  a  une  autre  ne  sont  pas  toujours  autori- 
ses  ni  enregistres. 

On  ne  devrait  pas  permettre  le  depassement 
des  sous-affectations  sans  un  virement  dument 
autorise  de  fonds  provenant  d'autres  sous- 
affectations. 


COMMENTAIRES  DU  MINISTERE 


Nous       avons       donne 
recommandation. 


suite 


cette 


Nous  avons  releve  les  postes  du  service  de  veri- 
fication et  engage  un  verificateur  competent. 


La  nouvelle  direction  de  la  planification  accor- 
dera  une  importance  particuliere  a  la  mise  en 
oeuvre  de  cette  recommandation. 


Depuis  l'etude,  nous  avons  elabore  et  mis  en 
oeuvre  un  meilleur  systeme  de  controle 
budgetaire. 


CONTROLE  DES  ENGAGEMENTS 

•  On  ne  peut  se  fier  aux  rapports  mensuels  de 
controle  des  engagements  et  de  la  tresorerie  en 
raison  des  ecarts  entre  les  points  d 'arret  pour 
les  entrees  des  donnees  d 'engagement  et  de 
depense. 


289 


OBSERVATIONS  ET 
RECOMMANDATIONS 

II  faudrait  que  les  entrees  des  donnees  d 'enga- 
gement et  de  depense  qui  servent  de  base  aux 
rapports  mensuels  de  controle  des  engage- 
ments et  de  la  tresorerie  soient  arretees  a  la 
meme  date. 

RAPPORTS  FINANCIERS 

•  Le  systeme  actuel  de  rapports  financiers  ne 
satisfait  pas  tous  les  besoins  importants  des 
gestionnaires  d 'exploitation. 

Les  etats  financiers  des  fonds  renouvelables 
devraient  donner  des  resultats  mensuels  com- 
plets  et  fournir  le  total  cumulatif  depuis  le 
debut  de  l'annee  ainsi  que  les  chifTres  compa- 
ratifs  de  l'annee  precedente. 

II  devrait  y  avoir  davantage  de  communica- 
tion entre  les  agents  financiers  et  les  gestion- 
naires organiques  concernant  les  besoins  de 
donnees  financieres  et  leur  utilite.  La  forme,  le 
contenu  et  la  date  de  production  des  rapports 
de  gestion  financiere  devraient  etre  definis 
officiellement  dans  le  manuel  de  gestion  fi- 
nanciere du  Ministere. 


COMMENTAIRES  DU  MINISTERE 

Nous  sommes  d 'accord;  nous  avons  donne  suite 
a  cette  recommandation. 


Nous  sommes  en  train  de  mettre  au  point  un 
systeme  complet  d 'information  de  gestion  qui 
devrait  entrer  en  application  en  1975-1976. 
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MINISTERE  DE  LA  MAIN-DOEUVRE  ET  DE  L'IMMIGRATION 

Observations  et  recommandations  en  date  du  mois  de  decembre  1974 
Commentaires  du  Ministere  en  date  du  mois  de  mai  1975 


Notre  etude  n'a  porte  que  sur  les  programmes  relevant  du  sous-ministre;  nous  avons  done 
exclu  les  depenses  d 'exploitation  des  credits  suivants: 

Credit  25:  Commission  d'appel  de  l'immigration 
Credit  30:  Commission  d'assurance-chomage 


OBSERVATIONS  ET 
RECOMMANDATIONS 

AGENT  FINANCIER  DESIGNE 

•  Le  Ministere  devrait  designer,  au  niveau  du 
sous-ministre  adjoint,  un  fonctionnaire  supe- 
rieur  des  finances  dote  d'une  longue  experien- 
ce des  finances  qui  devrait  sieger  au  comite  de 
la  haute  direction. 


COMMENTAIRES  DU  MINISTERE 


Nous  avons  designe  a  titre  de  fonctionnaire  su- 
perieur  des  finances  le  sous-ministre  adjoint  in- 
terimaire  de  l'administration;  il  est  comptable 
agree  et  possede  une  longue  experience  des  fi- 
nances. II  siegera  au  comite  de  la  haute 
direction. 


DIRECTION  FONCTIONNELLE 

•  Lfe  Ministere  devrait  preciser  dans  ses  ma- 
nuels  financiers  les  responsabilites  en  vertu 
desquelles  on  donne  des  conseils  et  avis  en 
matiere  financiere. 


Le  manuel  financier  exposera  toutes  les  fonc- 
tions  du  fonctionnaire  superieur  des  finances 
dans  les  quatre  domaines  principaux:  prepara- 
tion et  controle  du  budget,  politique  et  systemes 
de  comptabilite,  controles  et  pouvoirs  financiers 
et  operations  comptables.  II  decrira  aussi  les  rap- 
ports qui  doivent  exister  entre  les  divers  services 
financiers  et  la  direction  organique  des  pro- 
grammes tout  en  precisant  les  responsabilites 
directes  ou  fonctionnelles. 


PERSONNEL  FINANCIER 

•  Le  Ministere  devrait  revoir  et  corriger  au  be- 
soin  la  classification  et  1  'effectif  des  FI  afin  de 
pouvoir  recruter  des  sujets  suffisamment  qua- 
lifies pour  ameliorer  la  gestion  financiere. 


ORGANISATION 

•  Le  Ministere  devrait  rattacher  a  l'organisa- 
tion  projetee  les  fonds  qu'il  demandera  pour 
les  ressources  necessaires  a  la  fonction  finan- 
ciere; il  devrait  aussi  preparer  les  organigram- 
mes  officiels  en  fonction  des  postes  pour  les- 
quels  des  annees-hommes  autorisees  existent. 


A  la  suite  de  notre  examen  de  la  classification  FI 
(Groupe  de  gestion  des  finances  ),certains  postes 
semblent  classes  trop  bas.  Apres  avoir  arrete  un 
plan  d 'action,  nous  avons  entrepris  de  regler  le 
probleme  et  de  mettre  en  place  la  structure  ne- 
cessaire  a  Famelioration  de  la  gestion  financiere. 


Nous  rattacherons  nos  besoins  de  fonds  et  d 'an- 
nees-hommes supplementaires  a  ('organisation 
projetee  et  les  organigrammes  officiels  aux  an- 
nees-hommes autorisees. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

On  devrait  instaurer  un  systeme  de  rapports 
sur  l'activite  relevant  de  la  dotation  en  per- 
sonnel a  l'intention  de  la  fonction  financiere. 


PROGRAMMES  DE  FORMATION  DU 
PERSONNEL 

•  II  n'existe  aucun  programme  bien  etabli  de 
formation  au  sujet  des  systemes  de  gestion  et 
de  controle  financiers  au  sein  du  Ministere. 

Le  Ministere  devrait  affecter  des  ressources  a 
la  planification  et  a  la  realisation  de  program- 
mes de  formation  du  personnel  dans  le  domai- 
ne  de  la  gestion  financiere,  tant  au  bureau 
principal  que  dans  les  regions. 

DELEGATION  DES  POUVOIRS 

•  Le  Ministere  n'a  delegue  les  pouvoirs  conferes 
par  Farticle  25(  1 )  de  la  Loi  sur  1 'administra- 
tion financiere  qu'a  trois  de  ses  fonctionnaires 
et  a  delegue  les  pouvoirs  conferes  par  les  arti- 
cles 26  et  27  aux  memes  personnes. 

Les  faiblesses  dans  le  domaine  de  la  delega- 
tion des  pouvoirs  conferes  par  les  articles 
25(  1 ),  26  et  27  de  la  Loi  sur  l'administration 
financiere  devraient  etre  rectifiees. 

•  Le  Ministere  devrait  etablir  une  methode 
d'examen  par  laquelle  il  pourrait  tenir  a  jour 
ses  documents  de  delegation  des  pouvoirs  et 
les  parties  de  ses  manuels  qui  s'y  rapportent. 

FONCTION  DE  VERIFICATION  A  PRIORI 

•  Les  methodes  de  verification  a  priori  au  sein 
du  Ministere  n'ont  pas  ete  etablies  et  suivies 
efficacement. 

Le  Ministere  devrait  etablir  des  methodes 
adequates  de  verification  a  priori  et  les  faire 
figurer  dans  ses  manuels  financiers. 

CONTROLES  INTERNES  DE  LA 
COMPTABILITE 

•  Le  Ministere  n'a  pas  bien  decrit  les  systemes 
comptables  ni  les  methodes  en  usage. 

Le  Ministere  devrait  donner  une  explication 
complete  des  controles  internes  de  la  compta- 
bilite  dans  ses  manuels  financiers. 


COMMENTAIRES  DU  MINISTERE 

Un  systeme  de  rapports  sera  etabli  pour  que  les 
agents  de  la  dotation  en  personnel  et  la  direction 
organique  de  la  fonction  financiere  communi- 
quent  entre  eux  en  temps  opportun. 


Nous  aurons,  au  plus  tard  en  septembre  1976, 
des  programmes  de  formation  a  l'intention  du 
personnel  administratif  et  des  employes  de 
soutien. 


Nous  avons  entierement  revise  la  presentation 
des  instruments  de  delegation  du  pouvoir  de  si- 
gner en  matiere  financiere  et  nous  revisons  ac- 
tuellement  la  delegation  des  pouvoirs  en  fonc- 
tion de  principes  ameliores. 
Nous  etablissons  actuellement  une  methode 
d  'examen,  qui  sera  exposee  dans  nos  manuels. 


Nous  etablissons  actuellement  les  methodes  ade- 
quates, qui  seront  mises  en  oeuvre  et  entiere- 
ment decrites  dans  nos  manuels  en  1975. 


Nous  reviserons  entierement  le  manuel  de 
comptabilite  du  Ministere  afin  de  decrire  com- 
pletement  tous  les  systemes,  methodes  et  contro- 
les internes  necessaires  a  la  tenue  adequate  des 
comptes  du  Ministere. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

•  Les  methodes  de  controle  des  documents  en 
usage  au  Ministere  ne  garantissent  pas  1 'ins- 
cription en  temps  opportun  de  chaque  opera- 
tion. Pour  ce  faire,  il  suffirait  d'etablir  des 
methodes  adequates  de  controle  par  lots.  Le 
Ministere  devrait  en  outre  corriger  plus  regu- 
lierement  les  erreurs  d'ecriture  qui  se  sont 
glissees  au  moment  du  codage. 

REVENUS  ET  COMPTES  A  RECEVOIR 

•  Le  Ministere  devrait  adopter  des  methodes  et 
des  controles  en  vue  de  l'etablissement,  de 
1 'inscription,  de  la  perception  et  de  la  radia- 
tion des  comptes  a  recevoir  pour  tous  les  pro- 
grammes et  en  donner  une  explication  com- 
plete dans  ses  manuels  financiers. 

Le  Ministere  devrait  corriger  les  circonstances 
qui  ont  donne  lieu  a  des  paiements  exceden- 
taires,  surtout  dans  les  programmes  de  forma- 
tion de  la  main-d 'oeuvre  du  Canada,  pour  eli- 
miner,  ou  tout  au  moins,  reduire  considerable- 
ment  le  volume  des  comptes  dont  on  doit 
s'occuper. 

Le  Ministere  devrait  revoir  ses  methodes  re- 
liees  aux  controles  des  revenus,  pour  reduire 
les  frais  de  perception  des  comptes. 


COMMENTAIRES  DU  MINISTERE 

Nous  avons  entrepris  une  revue  complete  de  ces 
methodes.  La  methode  de  controle  par  lots  ou  au 
moyen  de  sequence  numerique  sera  instauree, 
pour  s 'assurer  que  les  inscriptions  se  fassent  en 
temps  voulu.  Nous  corrigerons  aussi  plus  regu- 
lierement  les  erreurs  d  'ecriture. 


Nous  passons  actuellement  en  revue  toutes  les 
operations  et  methodes  reliees  aux  controles  des 
comptes  a  recevoir  et  des  revenus,  et  nous  y  ap- 
porterons  des  changements  et  ameliorations 
majeurs. 


VERIFICATION  INTERNE 

•  Certaines  parties  de  la  verification  interne  re- 
levent  des  gestionnaires  de  programme  tandis 
que  d'autres  sont  coordonnees  par  le  bureau 
d 'etude  et  de  perfectionnement  de  la  gestion 
du  Ministere. 

II  devrait  incomber  au  bureau  d 'etude  et  de 
perfectionnement  de  la  gestion  de  coordonner 
toutes  les  verifications  du  Bureau  des  services 
de  verification,  de  passer  en  revue  les  conclu- 
sions degagees  et  de  faire  rapport  au  sous- 
ministre  des  principales  observations,  tendan- 
ces et  faiblesses. 

•  Tous  les  programmes  et  methodes  de  verifica- 
tion interne  devraient  etre  revus  et  revises  de 
concert  avec  le  Bureau  des  services  de  verifi- 
cation; les  verificateurs  devraient  veiller  sur- 
tout a  evaluer  les  systemes  et  a  recommander 
des  ameliorations. 


La  verification  relevera  desormais  entierement 
du  bureau  d 'etude  et  de  perfectionnement  de  la 
gestion. 


Nous  elaborons  actuellement  des  programmes  et 
des  methodes  de  verification  conformes  aux 
recommandations. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

•  Le  Ministere  devrait  passer  en  revue  l'etendue 
de  ses  verifications  pour  reduire  les  frais  et 
utiliser  les  economies  realisees  pour  ameliorer 
les  systemes  de  base  et  les  methodes  de 
controle. 

STRUCTURE  DES  PROGRAMMES  PAR 
ACTIVITE 

•  Le  programme  de  perfectionnement  et  d  'utili- 
sation de  la  main-d  'oeuvre  relevant  du  credit 
5  constitue  une  partie  importante  des  depen- 
ses  du  Ministere. 

Une  structure  par  activite  plus  developpee  de- 
vrait etre  etablie  pour  le  programme  de  per- 
fectionnement et  d 'utilisation  de  la  main- 
d 'oeuvre  de  facon  a  rendre  les  renseignements 
plus  utiles  a  1  'evaluation  des  activites  et  a  leur 
apport  aux  objectifs  du  programme  de  main- 
d  'oeuvre. 


COMMENTAIRES  DU  MINISTERE 

Nous  passerons  en  revue  l'etendue  de  toutes  nos 
verifications  pour  la  rendre  optimale,  compte 
tenu  de  la  qualite  et  des  frais. 


Nous  avons  etabli  une  nouvelle  structure  par 
activite  pour  le  programme  de  l'annee  1976- 
1977. 


PREVISIONS  DE  PROGRAMME  ET 
BUDGET  PRINCIPAL  DES  DEPENSES 

•  Le  Ministere  devrait  mettre  en  place  un  syste- 
me  permanent  de  planification  financiere  et 
1  'incorporer  a  un  systeme  semblable  de  plani- 
fication du  fonctionnement,  de  facon  a  ce  que 
la  haute  direction  dispose  de  meilleurs  rensei- 
gnements pour  prendre  ses  decisions. 

Les  fonctionnaires  superieurs  des  finances  de- 
vraient  participer  davantage  a  la  preparation 
des  previsions  de  programme  et  des  budgets. 


METHODES  DE  CONTROLE  BUDGETAIRE 

•  Les  methodes  que  le  Ministere  a  adoptees 
pour  comparer  les  resultats  de  fonctionnement 
aux  depenses  prevues  au  budget  ne  lui  permet- 
tent  pas  de  faire  une  bonne  analyse  financiere 
des  ecarts  par  rapport  aux  plans  budgetaires. 

Les  methodes  d  'analyse  des  ecarts  budgetaires 
employees  a  divers  niveaux  de  direction  de- 
vraient  etre  ameliorees  a  Pinterieur  du 
Ministere. 

METHODES  DE  CONTROLE  DES 
ENGAGEMENTS 

•  Un  systeme  permettant  la  tenue  des  registres 
d 'engagements  de  facon  uniforme  a  l'echelle 
du  Ministere  devrait  etre  etabli  et  decrit. 


Nous  passons  actuellement  en  revue  le  role  des 
agents  financiers  et  des  agents  de  programme  et 
mettons  en  place  1  'appareil  administratif  neces- 
saire  a  la  planification  financiere  recommandee. 


Nous  ameliorerons  nos  rapports  et  methodes 
d 'analyse  des  ecarts  budgetaires  pour  les  instau- 
rer  au  plus  tard  en  avril  1 976. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 


COMMENTAIRES  DU  MINISTERE 


Le  Ministere  devrait  revoir  sa  politique  d'e- 
mission  de  certificats  d 'engagements  d'une 
portee  generate. 


SYSTEME  DE  MESURE  DU  RENDEMENT 
DE  SEXPLOITATION 

•  Le  Ministere  prepare  actuellement  1 'applica- 
tion des  concepts  du  systeme  de  mesure  du 
rendement  de  ('exploitation;  au  debut,  il  l'a 
applique  a  l'echelle  nationale;  cependant,  il 
devrait  proceder  a  une  etude  pilote  approfon- 
die,  a  quelques  endroits,  pour  etablir  un  syste- 
me efficace  de  mesure  du  rendement  de  l'ex- 
ploitation  integre  au  systeme  des  rapports 
financiers. 


RAPPORTS  FINANCIERS 

•  Les  rapports  emanant  des  divers  systemes  de 
rapports  contiennent  des  informations  puisees 
a  des  bases  de  donnees  differentes.  lis  ne  sont 
pas  rediges  dans  le  cadre  d  'un  systeme  contro- 
ls de  rapport  et,  le  cas  echeant,  integre.  II  n'est 
done  pas  garanti  que  leurs  donnees  soient 
comparables. 

Le  Ministere  devrait  au  besoin  integrer  ses 
systemes  de  rapports  de  base  afin  d  'en  faire  de 
meilleurs  instruments  de  gestion. 


LIENS  ENTRE  LE  MINISTERE  ET  LE 
MINISTERE  DES 
APPROVISIONNEMENTS  ET  SERVICES 

•  Les  attributions  relatives  au  Ministere  et  ses 
liens  avec  le  ministere  des  Approvisionne- 
ments  et  Services  sont  mal  definis  ou  mal 
compris. 

Le  Ministere  devrait  conclure  avec  le  ministe- 
re des  Approvisionnements  et  Services  un  ac- 
cord ecrit  portant  sur  les  services  qui  doivent 
etre  rendus  et  sur  leurs  attributions 
respectives. 

Le  Ministere  devrait  passer  entierement  en 
revue  l'utilisation  qu'il  fait  des  services  qu'il 
recoit  du  ministere  des  Approvisionnements 
et  Services  afin  d'ameliorer  les  methodes  de 
traitement  des  depenses  et  de  redaction  des 
rapports  financiers. 


Nous  passons  actuellement  en  revue  tous  les  as- 
pects relies  aux  certificats  et  aux  registres  d 'en- 
gagements, et  nous  adopterons  de  nouvelles  me- 
sures  au  debut  de  1 976. 


Nous  avons  pris  des  dispositions  pour  que  les 
agents  des  finances  et  ceux  des  operations  parti- 
cipent  a  l'etablissement  d'un  systeme  satisfai- 
sant  de  mesure  du  rendement  de  l'exploitation 
ainsi  qu'il  a  ete  recommande.  Nous  croyons  tou- 
tefois  que  le  temps  n'est  pas  encore  venu  de 
proceder  a  une  etude  pilote.  Nous  trouverons 
une  solution  qui  prevoira  l'etude  pilote  recom- 
mandee  si  nous  la  jugeons  appropriee  apres  plus 
ample  reflexion. 


Nous  ferons,  avec  l'aide  des  representants  de 
toutes  les  fonctions,  un  examen  rigoureux  des 
besoins  des  usagers  et  des  systemes  necessaires 
pour  fournir  des  renseignements  sur  les  donnees 
de  base  et  les  rapports  integres. 


Nous  avons  entrepris  de  definir  et  d 'etablir  une 
fois  pour  toutes  nos  attributions  et  celles  du  mi- 
nistere des  Approvisionnement  et  Services,  et 
nous  ferons  tout  en  notre  pouvoir  pour  mieux 
employer  les  services  qu'il  nous  fournit. 
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MINISTERE  DES  POSTES 


Observations  et  recommandations  en  date  du  mois  de  juin  1975 
Commentaires  du  Ministere  en  date  du  mois  de  juillet  1975 


OBSERVATIONS  ET 
RECOMMANDATIONS 

PROGRAMMES  DE  FORMATION  DU 
PERSONNEL 

•  Ily  aurait  lieu  d'etablir,  dans  1 'ensemble  du 
service  postal,  des  programmes  de  formation 
du  personnel  dans  le  domaine  des  finances, 
afin  de  doter  les  services  financiers  et  adminis- 
tratifs  de  la  competence  technique  necessaire 
et  d 'assurer  une  formation  suffisante  au  per- 
sonnel non  financier. 

MANUELS  FINANCIERS 

•  Une  bibliotheque  centrale  et  un  controle  cen- 
tralise de  tous  les  manuels  financiers  devraient 
etre  crees. 


PAIE 

•  Le  Ministere  devrait  exercer  un  controle  plus 
rigoureux  sur  les  documents  d 'entree  concer- 
nant  la  paie  et  sur  la  distribution  des  cheques. 
II  faudrait  s'en  tenir  aux  controles  internes 
qu'exige  le  systeme  d 'entree  a  l'echelle  natio- 
nale  et  etablir  des  controles  convenables  pour 
la  distribution  des  cheques  de  paie. 

Le  Ministere  devrait  mettre  sur  pied  des  me- 
thodes  et  des  controles  comptables  relies  aux 
comptes  de  paie  a  montant  fixe,  et  ces  comptes 
devraient  etre  tenus  selon  une  methode  au- 
thentique  de  comptabilite  de  fonds  a  montant 
fixe. 

VERIFICATION  DES  COMPTES  ET 
DEMANDE  DE  PAIEMENT 

•  Les  methodes  du  bureau  principal  national 
concernant  les  demandes  de  paiement  ne  sont 
pas  toujours  conformes  aux  lignes  directrices 
du  Conseil  du  tresor. 

—  Parfois,  les  paiements  sont  demandes  sans 
l'approbation  de  la  personne  qui  a  le  pou- 
voir  d  'approuver  les  depenses. 


COMMENTAIRES  DU  MINISTERE 


En  1974,  nous  avons  lance  un  programme  en 
vue  de  planifier  et  de  mettre  en  oeuvre  des  pro- 
grammes de  formation  a  l'intention  du  person- 
nel financier  et  non  financier. 


Nous  sommes  a  realiser  un  projet  en  vue  de 
reunir  et  de  controler,  pour  1 'ensemble  des  ser- 
vices postaux,  toutes  les  directives  fonctionnelles 
et  tous  les  manuels  pertinents. 


Nous  avons  entrepris,  en  1974,  une  revision  pla- 
nifiee  des  methodes  relatives  a  la  paie. 


Nous  sommes  a  reviser  les  controles  et  methodes 
comptables  actuellement  en  usage  pour  les 
comptes  de  paie  a  montant  fixe. 


Nous  avons  pris  des  mesures  pour  que  cela  ne  se 
produise  plus. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

—     Le  pouvoir  de  payer  se  delegue  au-dessous 
du  niveau  FI-2. 

POLITIQUE  VISANT  LES  REVENUS 

•  Les  Postes  devraient  continuer  a  evaluer  les 
services  qu'ils  offrent  au  public  et  devraient, 
en  outre,  presenter  annuellement  des  recom- 
mandations  soit  pour  le  maintien  des  politi- 
ques  en  vigueur  touchant  les  revenus  ou  les 
subventions,  soit  pour  les  augmentations  de 
tarifs  qui  seraient  necessaires  pour  compenser 
Faccroissement  du  cout  des  services. 

METHODES  DE  PREVISIONS  DU 
PROGRAMME  ET  DE  PREPARATION  DU 
BUDGET  PRINCIPAL  DES  DEPENSES 

•  La  relation  entre  les  plans  d  'exploitation  et  les 
couts  s'y  rattachant  n'est  pas  clairement  iden- 
tifiee.  Le  cycle  approuve  de  planification  de 
1 'organisation  devrait  etre  totalement  mis  en 
application,  en  prenant  soin  de  mieux  integrer 
les  plans  d'activite  commerciale  et  de  planifi- 
cation financiere.  La  section  du  Manuel  de 
gestion  financiere  touchant  la  planification  de- 
vrait etre  mise  a  jour. 

EVALUATION  FINANCIERE 

•  La  politique  ministerielle  exige  que  toute  pro- 
position qui  influence  sensiblement  les  reve- 
nus, les  depenses  et  les  depenses  en  capital 
fasse  Fobjet  d'une  evaluation  financiere  et  soit 
sujette  aux  precedes  de  la  verification  a  poste- 
riori. II  faudrait  completer  les  manuels  d 'ins- 
tructions de  facon  qu'ils  contribuent  au  bon 
accomplissement  des  travaux  necessaires  a 
I 'application  rigoureuse  des  methodes 
prevues. 

SYSTEMES  D'INFORMATION  DE  LA 
GESTION 

•  Des  systemes  complets  d 'information  de  la 
gestion  sont  en  train  d'etre  concus.  Les  syste- 
mes de  mesure  du  volume  de  courrier  ainsi 
que  les  besoins  et  methodes  relies  a  Finforma- 
tion  sur  la  repartition  de  l'effectif,  devraient 
avoir  priorite;  de  plus,  les  systemes  devraient 
tous  etre  parfaitement  mis  au  point  et  appli- 
ques avec  succes  sur  la  base  de  projets  pilotes 
pour  etre  ensuite  appliques  ailleurs,  localite 
par  localite. 


COMMENTAIRES  DU  MINISTERE 


Nous  chercherons  encore  a  obtenir  1 'application 
de  mesure  de  classification. 


Accepte. 


Nous  sommes  a  instaurer  un  nouveau  systeme 
de  planification  financiere  en  trois  etapes,  dont 
la  deuxieme  sera  adoptee  en  1975.  A  la  fin  de 
FEtape  II,  ce  systeme  perfectionne  fera  Fobjet, 
dans  le  Manuel  de  gestion  financiere,  d'un  nou- 
veau chapitre  portant  sur  la  preparation  du 
budget. 


Nous  avons  recemment  publie  de  nouvelles  di- 
rectives sur  1 'evaluation  des  propositions  concer- 
nant  les  locaux.  Des  directives  revisees  sur  toutes 
les  autres  evaluations  suivront. 


Nous  accordons  la  priorite  a  ces  deux  exigences 
qui  font  presentement  Fobjet  d'un  projet  pilote 
dans  deux  villes. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

Les  besoins  de  renseignements  et  les  exigences 
des  systemes  devraient  etre  clairement  etablis 
et  coordonnes  avec  l'acquisition  du  materiel 
d'informatique  requis.  L'etat  du  plan  S.I.G., 
les  couts,  l'effectif  disponible  et  les  delais  ac- 
ceptables  devraient  etre  etudies  constamment 
par  le  sous-ministre  des  Postes  et  son  comite 
consultatif. 

RAPPORTS  FINANCIERS 

•  Les  rapports  financiers  permettent  de  compa- 
rer les  chiffres  reels  avec  ceux  prevus  au  bud- 
get, mais  il  faudrait  songer  a  ameliorer  les 
methodes  actuelles  de  presentation  d 'analyses 
des  ecarts. 


COMMENTAIRES  DU  M1NISTERE 


Accepte. 


L 'amelioration  des  methodes  de  presentation 
d 'analyses  des  ecarts  decoulera  largement  du 
perfectionnement  des  systemes  de  mesure  du  vo- 
lume de  courrier  et  de  1 'information  sur  la  re- 
partition de  l'effectif. 
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MINISTERE  DU  REVENU  NATIONAL  -  DOUANES  ET  ACCISE 


Observations  et  recommandations  en  date  du  mois  de  Janvier  1975 
Commentaires  du  Ministere  en  date  du  mois  de  juin  1975 


OBSERVATIONS  ET 
RECOMMANDATIONS 

ROLE  DE  LA  GESTION  FINANCIERE 

•  Le  Comite  de  direction  devrait  definir  claire- 
ment  le  role  de  la  gestion  financiere  du  Minis- 
tere afin  d'eliminer  les  interpretations  multi- 
ples et  imprecises  des  responsabilites  devolues 
aux  agents  financiers  du  bureau  principal  et  a 
ceux  des  directions;  et  de  donner  aux  premiers 
l'autorite,  la  responsabilite  et  les  ressources 
humaines  necessaires  a  l'application  des  poli- 
tiques  financieres.  Afin  d'accentuer  l'impor- 
tance  de  la  fonction  financiere,  le  Ministere 
aurait  tout  interet  a  remanier  les  directions 
des  services  de  fac^m  telle  que  le  sous-ministre 
adjoint  responsable  des  finances  puisse  leur 
consacrer  plus  de  temps. 

•  Les  agents  financiers  des  directions  ne  rele- 
vent  qu'indirectement  de  leur  chef  d'activite 
et  la  plupart  ne  siegent  pas  a  leur  comite  de 
gestion  respectif. 

Les  agents  financiers  devraient  relever  direc- 
tement  des  gestionnaires  de  l'exploitation 
qu'ils  secondent. 

•  La  fonction  financiere  du  Ministere  est  grou- 
pee  au  niveau  organique  avec  les  services  de 
gestion  ou  d 'administration.  II  existe  tres  peu 
ou  pas  de  rapport  entre  la  fonction  financiere 
et  la  fonction  de  planification.  II  arrive  parfois 
que  les  agents  financiers  ne  sont  pas  au  cou- 
rant  des  programmes  d 'exploitation  immi- 
nents.  En  plus,  ces  programmes  sont  parfois 
formules  sans  demander  aux  agents  financiers 
d'en  evaluer  la  portee  financiere. 

Le  Ministere  devrait  grouper  la  responsabilite 
de  la  gestion  financiere  et  de  la  planification. 


COMMENTAIRES  DU  MINISTERE 


Nous  sommes  en  train  de  definir  les  roles  et 
responsabilites  des  agents  financiers  et  pre- 
voyons  avoir  termine  cette  tache  le  ler  aout 
1975.  Nous  donnerons  aux  agents  financiers  du 
bureau  principal  l'autorite,  la  responsabilite  et 
les  ressources  appropriees  au  role  qui  leur  est 
assigne.  Apres  avoir  defini  ce  role  nous  passe- 
rons  en  revue  et  renforcerons,  au  besoin,  notre 
structure  d 'organisation  et  le  perfectionnement 
de  tous  nos  agents  financiers  au  niveau  de  la 
gestion  pour  leur  permettre  d'assumer  leurs 
responsabilites. 


Nous  reconnaissons  que  les  agents  financiers  de- 
vraient relever  directement  de  leurs  gestionnai- 
res de  1  'exploitation. 


Lorsque  nous  planifierons  1 'organisation  de  la 
fonction  financiere  nous  tiendrons  compte  de  la 
necessite  de  resserrer  les  liens  entre  la  gestion 
financiere  et  la  planification. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

LIENS  FONCTIONNELS 

•  Le  Ministere  devrait  definir  et  preciser,  dans 
ses  manuels,  l'organisation  de  l'autorite  fonc- 
tionnelle  et  mentionner  les  responsabilites  des 
chefs  a  l'interieur  de  la  fonction  financiere. 


COMMENTAIRES  DU  MINISTERE 


Au  moment  de  definir  les  roles  et  responsabilites 
des  agents  financiers,  le  Ministere  definira  l'or- 
ganisation de  l'autorite  fonctionnelle  et  precise- 
ra  les  responsabilites  des  chefs  a  1  'interieur  de  la 
fonction  financiere. 


DOTATION  EN  PERSONNEL  DES  POSTES 
FINANCIERS 

•  Le  Ministere  a  eu  de  la  difficulte  a  engager  du 
personnel  possedant  la  competence  necessaire 
pour  combler  les  postes  vacants. 

II  devrait  done  reorganiser  et  redefinir  les  res- 
ponsabilites de  sorte  que: 

—  les  fonctionnaires  superieurs  des  finances 
reconnaissent  toutes  leurs  responsabilites  et 
soient  classifies  en  consequence; 

—  les  agents  financiers  puissent  faire  carriere 
au  Ministere. 

•  Les  descriptions  de  poste  sont  souvent  redi- 
gees  en  fonction  de  la  classification  des  em- 
plois  plutot  que  de  la  gestion  financiere. 

Le  Ministere  devrait  rediger  de  nouveau  les 
descriptions  de  tache,  afin  de  preciser  davan- 
tage  les  fonctions  exigees,  et  evaluer  les  agents 
financiers  en  fonction  des  nouvelles 
descriptions. 

•  Le  Ministere  n'a  aucune  politique  de  forma- 
tion du  personnel  financier  ni  aucun  program- 
me interne  de  formation  et  de  perfectionne- 
ment  professionnel.  Quand  le  besoin  se  fait 
sentir,  le  personnel  suit  les  cours  offerts  par  la 
Commission  de  la  Fonction  publique  ou  d  'au- 
tres  cours  semblables  de  developpement  pro- 
fessionnel. La  division  de  l'administration  fi- 
nanciere veut  bien  perfectionner  tous  les  em- 
ployes dont  elle  a  besoin,  mais  elle  n'a  aucun 
programme  officiel  a  cette  fin. 


Une  fois  que  seront  definis  les  roles  des  fonction- 
naires superieurs  des  finances,  leurs  responsabi- 
lites seront  decrites  afin  d 'assurer  que  toutes 
leurs  responsabilites  soient  reconnues  et  qu'ils 
soient  classifies  en  consequence.  L'organisation 
sera  structuree  de  maniere  telle  que  les  agents 
financiers  puissent  faire  carriere  au  Ministere. 


Nous  reviserons  au  besoin  les  descriptions  de 
taches  au  moment  de  realiser  les  deux  points  ci- 
dessus,  mais  nous  estimons  que  les  conseils  fonc- 
tionnels  et  les  resultats  ne  doivent  pas  se  limiter 
aux  descriptions  de  tache  proprement  dites. 
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COMMENTAIRES  DU  MINISTERE 


Le  Ministere  devrait  s'interesser  davantage 
aux  programmes  de  perfectionnement  du  per- 
sonnel financier  et  de  formation 
professionnelle. 


QUALITE  DE  LA  COMMUNICATION  DES 
EXIGENCES  FINANCIERES 

•  Le  Ministere  ne  dispose  d'aucun  bon  manuel 
financier.  Le  manuel  precedent  a  ete  mis  au 
rancart  et  celui  qui  doit  le  remplacer  en  est 
encore  au  stade  de  la  redaction.  Ann  de  com- 
bler  cette  lacune,  une  des  directions  de  l'ex- 
ploitation  a  publie  son  propre  « manuel  provi- 
soire»  dont  la  redaction  n'a  pas  ete  coordon- 
nee  avec  la  division  de  l'administration 
financiere. 

Le  Ministere  devrait  terminer  son  manuel  fi- 
nancier conformement  aux  lignes  directrices 
du  Conseil  du  tresor,  en  se  servant  au  besoin 
des  documents  et  des  ressources  dont  dispo- 
sent  les  directions  organiques. 


DOCUMENTATION  DES  SYSTEMES  DE 
REVENUS  ET  DEPENSES 

•  Le  Ministere  devrait  expliquer  en  detail,  dans 
ses  manuels,  les  principaux  systemes  de  reve- 
nus  et  depenses  qui  s'appliquent. 

REVENUS  ET  COMPTES  A  RECEVOIR  DES 
SERVICES  SPECIAUX 

•  Les  ports  de  controle  sont  charges  de  perce- 
voir  les  comptes  a  recevoir  des  services  spe- 
ciaux.  Cependant,  ils  ne  controlent  pas  tou- 
jours  l'ordre  numerique  des  factures  etablies 
par  les  ports  locaux,  ni  ne  verifient  par  la  sui- 
te, l'argent  recu  par  le  port  local  pour  les  ser- 
vices speciaux,  au  bordereau  de  depot  bancai- 
re.  II  n'y  a  aucun  controle  comptable  sur  les 
comptes  a  recevoir  et  ils  n'en  dressent  pas 
regulierement  des  listes  chronologiques. 

Le  port  de  controle  devrait  controler  indepen- 
damment  l'ordre  numerique  des  factures. 


Nous  sommes  en  train  d'elaborer  un  program- 
me de  perfectionnement  et  de  formation  profes- 
sionnelle pour  le  personnel  financier.  Nous  cher- 
chons  a  combler  le  poste,  nouvellement  cree  a  la 
division  de  l'administration  financiere,  par  un 
titulaire  responsable  d'elaborer  et  de  mettre  en 
oeuvre  ce  programme. 


En  ce  qui  concerne  la  fonction  financiere,  nous 
continuerons  d  'accorder  la  priorite  absolue  a  no- 
tre  manuel  financier.  Nous  utiliserons  toutes  les 
ressources  disponibles  pour  en  assurer  la  realisa- 
tion le  plus  tot  possible  et  ferons  en  sorte  qu'il  se 
conforme  a  nos  exigences  et  a  celles  du  Conseil 
du  tresor. 


Nos  manuels  des  finances  et  de  l'exploitation 
traiteront  en  detail  des  principaux  systemes  de 
revenus  et  depenses. 


Nous  mettrons  a  jour  les  directives  actuelles  et 
ameliorerons  leur  efficacite  pour  que  ce  controle 
soit  assure. 
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Les  ports  de  controle  devraient  etre  charges  de 
verifier  independamment  l'argent  re<;u  a  cha- 
que  port  local. 

Un  controle  monetaire  independant  devrait 
etre  etabli  sur  les  comptes  a  recevoir  pour  les 
services  speciaux. 

La  direction  devrait  dresser  et  passer  en  revue 
des  listes  mensuelles  chronologiques  des 
comptes  a  recevoir  pour  les  services  speciaux. 

VERIFICATION  A  PRIORI 

•  II  n'existe  aucun  registre  des  erreurs  corrigees 
au  niveau  de  la  verification  a  priori.  Les  per- 
sonnes  responsables  de  la  verification  a  priori 
ne  connaissent  ni  ne  comprennent  les  contro- 
les  electroniques  qu'exerce  le  ministere  des 
Approvisionnements  et  Services  et  de  plus  el- 
les  ne  sont  pas  avisees  des  rejets  par  l'ordina- 
teur  des  documents  qu'elles  ont  verifies. 

Le  Ministere  se  propose  de  changer  le  systeme 
actuel  pour  une  verification  a  priori  par 
echantillonnage  ou  une  revision  de  la  verifi- 
cation a  posteriori.  Si  le  Ministere  s'avisait  de 
reduire  la  portee  de  la  verification  a  priori  ou 
d'en  modifier  les  methodes  sans  evaluer  le  sys- 
teme actuel  en  fonction  de  ses  documents  per- 
tinents et  des  erreurs  rencontrees  au  cours  de 
la  verification,  il  s'exposerait  a  faire  des  paie- 
ments  injustifies. 

Un  registre  des  erreurs  corrigees  devrait  etre 
maintenu.  Les  responsables  de  la  surveillance 
du  travail  de  verification  a  priori  devraient 
etre  avises  des  rejets  de  Fordinateur  pour  pou- 
voir  evaluer  les  lacunes  du  systeme  et  la  portee 
que  devrait  avoir  la  verification  a  priori  a 
1  'avenir. 

PAIE 

•  La  preparation  des  donnees  sur  la  paie  et  la 
mise  a  jour  des  registres  de  paie  sont  confiees 
au  service  du  personnel.  Etant  donne  que  les 
agents  du  personnel  ne  sont  ni  orientes,  ni 
formes  financierement,  il  existe  une  lacune  au 
niveau  de  la  connaissance  des  controles  fi- 
nanciers sur  la  paie. 


COMMENTAIRES  DU  MINISTERE 

Nous  formulerons  les  directives  qui  s'imposent 
pour  donner  suite  a  cette  recommandation. 

Bien  que  le  Ministere  soit  dispose  a  instaurer  ce 
controle,  sa  valeur  en  tant  qu 'instrument  de  ges- 
tion  doit  etre  sujette  a  1  'experience  et  a  revision. 

Nous  dresserons  pendant  l'annee  financiere  en 
cours  des  listes  mensuelles  chronologiques  de 
tous  les  comptes  a  recevoir. 


Nous  prendrons  des  mesures  pour  tenir  des  re- 
gistres d 'erreurs  corrigees  et  obtenir  du  centre  de 
traitement  une  fiche  de  rendement  (qui  noterait 
les  rejets  de  l'ordinateur,  par  exemple)  de  fa<jon 
que  les  responsables  de  la  fonction  de  verifica- 
tion a  priori  possedent  les  donnees  necessaires 
pour  controler  la  bonne  marche  de  leur  service. 
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Les  methodes  de  controle  sur  la  paie  devraient 
etre  elaborees  et  communiquees.  Les  agents 
financiers  devraient  etre  charges  d'etablir  et 
de  surveiller  ces  controles. 


DELEGATION  DES  POUVOIRS 

•  La  majorite  des  agents  qui  ne  s'occupent 
qu'accessoirement  des  finances  ne  comprend 
pas  les  articles  26  et  27  de  la  Loi  sur  l'admi- 
nistration  financiere.  En  consequence,  certains 
d'entre  eux  ont  signe  des  documents  en  vertu 
des  articles  26  et  27  sans  trop  connaitre  la 
portee  de  leur  geste. 

Le  Ministere  devrait  fournir,  au  cours  de 
seances  de  formation,  a  tous  les  agents  aux- 
quels  il  delegue  des  pouvoirs,  des  directives 
plus  detaillees  sur  les  objectifs  et  les  principes 
afferents  a  la  delegation  des  pouvoirs,  a  la 
verification  et  a  Fapprobation  de  compte,  ain- 
si  qu'a  leur  application. 

AVANCE  DE  FONDS  DE  ROULEMENT 

•  Le  responsable  de  l'avance  de  fonds  de  roule- 
ment  n'est  pas  un  agent  financier.  II  prend 
part  aux  achats,  aux  ventes,  aux  entrees  et  aux 
sorties  de  caisse  ainsi  qu  'a  la  comptabilisation 
de  ces  operations,  ce  qui  constitue  une  lacune 
de  controle  interne. 

Le  Ministere  devrait  uniformiser  la  comptabi- 
lite  de  tous  ses  stocks  de  biens  de  consomma- 
tion.  La  division  de  l'administration  finan- 
ciere devrait  participer  au  denombrement  an- 
nuel des  stocks  pour  s 'assurer  que  les  metho- 
des sont  convenables,  les  quantites  conformes 
aux  registres  permanents  et  le  cas  echeant,  les 
ecarts  elucides.  Elle  devrait  en  outre  se  charger 
de  la  comptabilite  et  du  traitement  des  entrees 
et  sorties  de  caisse  si  le  Ministere  continue 
d'utiliser  son  avance  de  fonds  de  roulement. 

VERIFICATION  INTERNE 

•  Trois  groupes  sont  responsables  au  sein  du 
Ministere,  de  la  verification  financiere  interne, 
ce  sont:  1'evaluation  de  la  gestion  de  program- 
me, 1'evaluation  des  programmes  de  l'Accise 
et  la  verification  interne  des  Douanes. 


COMMENTAIRES  DU  MINISTERE 

Un  groupe  de  travail  compose  d 'agents  des  fi- 
nances et  du  personnel  revisera  les  methodes 
actuelles  de  la  paie  et  s'assurera  que  tous  les 
modes  de  controle  qui  s'imposent  sont  instaures. 
Une  revision  ulterieure  sera  effectuee  au  cours 
de  la  periode  de  six  mois  qui  suit  l'adoption  de 
toute  methode  revisee  de  controle  et  la  responsa- 
bilite  des  divers  aspects  de  la  fonction  de  la  paie 
sera  passee  en  revue. 


Afin  de  preciser  les  objectifs  et  les  principes  en 
cause,  nous  avons  revise  les  directives  concer- 
nant  la  delegation  des  pouvoirs  de  signer,  y 
compris  la  verification  et  l'approbation  des 
comptes.  Le  plan  d 'application  prevoit  des  sean- 
ces de  formation  a  l'intention  des  agents  charges 
de  signer  les  documents  financiers. 


Nous  prenons  des  mesures  pour  instituer  le  con- 
trole financier  de  nos  stocks.  Les  methodes  pre- 
voiront  la  participation  de  la  division  de  ('admi- 
nistration financiere  au  denombrement  des 
stocks  et  la  conciliation  des  quantites  reelles  a 
celles  inscrites  dans  les  registres.  La  responsabi- 
lite  de  tenir  les  registres  comptables  de  l'avance 
de  fonds  de  roulement  sera  transferee  a  la  divi- 
sion de  l'administration  financiere. 
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N'etant  pas  tenus  de  communiquer  entre  eux, 
ils  risquent  de  faire  double  emploi  ou,  pire,  de 
faire  un  travail  incomplet. 

Le  Ministere  devrait  reorganiser  la  verifica- 
tion financiere  interne  et  confier  toutes  les 
fonctions  de  verification  au  groupe  de  reva- 
luation de  la  gestion  de  programme. 


L'approche  de  la  verification  a  l'echelle  mi- 
nisterielle  devrait  etre  normalisee  en  fonction 
de  la  base  des  systemes  et  prevoir  1'utilisation 
de  questionnaires  d 'evaluation  du  controle 
interne. 


METHODES  RELATIVES  AUX 
PREVISIONS  DE  PROGRAMME 

•  La  haute  direction  devrait  definir  et  faire  con- 
naitre  les  responsabilites  relatives  aux  previ- 
sions de  programme  qui  sont  propres  au  bu- 
reau principal  et  aux  directions,  incluant:  le 
degre  auquel  la  division  de  l'administration 
financiere  doit  participer  aux  aspects  de  la 
planification  strategique,  le  genre  et  le  nombre 
de  methodes  et  de  directives  explicites  qu'elle 
doit  fournir  aux  directions,  et  le  degre  auquel 
elle  doit  participer  a  l'examen. 

•  Le  Ministere  devrait  confier  a  la  division  de 
l'administration  financiere  l'examen  critique 
des  previsions  de  programme  et  lui  donner  le 
pouvoir  de  se  les  faire  justifier  par  les 
directions. 

•  Les  directions  devraient  etre  tenues  de  preci- 
ser  completement  et  en  profondeur  toutes  les 
methodes  et  pratiques  concernant  les  previ- 
sions de  programme,  y  compris  les  systemes 
de  mesure  du  rendement.  Ces  informations 
devraient  etre  mises  a  jour  periodiquement,  et 
le  systeme  complet  ainsi  que  les  modifications 
subsequentes  devraient  etre  soumis  a  la  divi- 
sion de  l'administration  financiere  pour 
approbation. 


Bien  que  conscients  de  la  preoccupation  de  l'Au- 
diteur  general  en  ce  sens,  nous  ne  pouvons  pas 
accepter  cette  recommandation.  Nous  reconnais- 
sons  toutefois  la  necessite  d'une  definition  plus 
complete  et  plus  globale  de  la  fonction  et  des 
rapports  des  trois  unites,  et  nous  prendrons  les 
mesures  qui  s'imposent  pour  formuler  une  de- 
finition qui  garantira  un  minimum  de  chevau- 
chement,  de  double  emploi  et/ou  d 'omission  a 
l'interieur  de  la  structure  actuelle  de 
l'organisaton. 

Nous  sommes  d 'accord  sur  le  principe  de  cette 
recommandation.  Le  groupe  de  revaluation  de 
la  gestion  de  programme  est  entierement  res- 
ponsable  de  la  verification  financiere  du  Minis- 
tere, dont  l'approche  est  faite  en  fonction  de  la 
base  des  systemes.  II  utilise  maintenant  des  ques- 
tionnaires d 'evaluation  du  controle  interne. 


Au  moment  de  definir  les  roles  et  responsabilites 
des  agents  financiers  de  notre  Ministere,  comme 
nous  l'indiquions  en  reponse  aux  recommanda- 
tions  sur  le  role  de  la  gestion  financiere,  nous 
fixerons  les  attributions  de  la  division  de  l'admi- 
nistration financiere  relatives  a  la  preparation 
des  previsions  de  programme.  Nous  definirons 
et  communiquerons  en  outre  les  responsabilites 
propres  aux  autres  directions  ou  services  inte- 
gres  qui  ont  trait  aux  previsions  de  programme. 
La  haute  direction  definira  les  responsabilites 
propres  a  la  division  de  l'administration  finan- 
ciere en  ce  qui  concerne  « l'examen  critique »  des 
divers  aspects  des  previsions  de  programme. 
Nous  lui  donnerons  les  pouvoirs  necessaires  a 
l'exercice  de  ses  attributions. 
Nous  preciserons  entierement  toutes  les  metho- 
des de  previsions  de  programme,  y  compris  les 
systemes  de  mesure  du  rendement.  La  division 
de  l'administration  financiere  les  tiendra  a  jour 
et  les  passera  en  revue  pour  s 'assurer  qu'elles 
sont  conformes  aux  exigences  des  systemes,  des 
budgets  et  des  rapports  financiers. 
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•  Le  Ministere  devrait  passer  en  revue  et  mettre 
a  jour  les  indicateurs,  les  hypotheses  et  les 
donnees  de  l'annee  de  base  de  rendement  en 
meme  temps  que  la  documentation  relative  au 
systeme  de  mesure  du  rendement. 

BUDGET  PRINCIPAL  DES  DEPENSES 

•  La  division  de  l'administration  financiere  de- 
vrait donner  a  tous  ceux  qui  s'occupent  des 
methodes  du  budget  principal  des  depenses  (y 
compris  le  personnel  de  direction)  une  forma- 
tion suffisante  dans  le  domaine  des  methodes, 
des  mecanismes,  et  du  processus  budgetaire  de 
l'Etat. 

•  Le  Ministere  devrait  adopter  comme  politique 
d'exiger  que  toutes  les  directions,  lorsqu'elles 
preparent  la  soumission  du  budget  principal 
des  depenses,  s'assurent  que  leurs  bureaux  re- 
gionaux  soumettent  leurs  frais  courants. 

ANALYSE  DES  ECARTS 

•  Les  analyses  des  ecarts  sont  generalement  fai- 
tes  au  niveau  d'activites  des  directions;  cepen- 
dant,  elles  offrent  les  lacunes  suivantes: 

a)  les  textes  explicatifs  sont  superficiels  et  n'ont 

pas  explique  en  detail  les  ecarts  importants. 
Dans  certains  cas,  il  nous  a  ete  impossible 
de  rattacher  l'ecart  reel  en  dollars  a  la  con- 
sequence financiere  expliquee  dans  le  texte; 

b)  le  Ministere  n'a  pas  essaye  de   relier  les 

ecarts  aux  differences  entre  les  ressources 
prevues  et  utilisees  et  a  la  variation  de  la 
performance  des  operations. 

Le  Ministere  devrait  renforcer  son  systeme 
d 'analyse  des  ecarts,  en  etablissant:  a)  un  ex- 
pose complet  des  objectifs  du  systeme,  tels  que 
definis  par  la  haute  direction,  qui  devrait  faire 
allusion  a  l'utilisation  du  systeme  pour  le  con- 
trole  budgetaire  et  b)  des  mesures  visant  a 
garantir  que  le  systeme  est  mis  en  oeuvre  et 
entretenu  convenablement  et  que  la  haute  di- 
rection recoit  des  explications  suffisantes  sur 
les  ecarts. 


COMMENTAIRES  DU  MINISTERE 

Nous  prendrons  les  mesures  voulues  pour  passer 
en  revue  et  mettre  a  jour  periodiquement  les 
indicateurs  de  rendement,  les  hypotheses  et  les 
donnees  de  l'annee  de  base. 


Le  programme  de  formation  mentionne  en  re- 
ponse  a  la  recommandation  relative  a  la  forma- 
tion du  personnel  financier  comprendra  la  for- 
mation des  agents  financiers  et  autres  qui  s'occu- 
pent du  budget  principal  des  depenses. 


Bien  que  la  pratique  normale  suivie  par  le  Mi- 
nistere demande  la  mise  a  jour  de  tous  les  frais 
qui  ont  trait  a  la  soumission  du  budget  principal 
des  depenses,  cette  exigence  sera  formellement 
specifee  dans  le  manuel  financier  au  chapitre  des 
instructions  sur  le  budget. 


Nous  passons  actuellement  en  revue  nos  metho- 
des d  'analyse  des  ecarts  en  vue  d'ameliorer  la 
qualite  et  l'utilite  des  renseignements.  Apres 
avoir  determine  les  besoins  en  renseignements 
de  la  haute  direction,  nous  elaborerons,  decri- 
rons  dans  nos  manuels,  mettrons  en  oeuvre  et 
entretiendrons  le  systeme  de  maniere  a  ce  que 
celle-ci  recoive  les  explications  necessaires  sur  les 
ecarts. 
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RAPPORTS  FINANCIERS 

•  Le  Ministere  devrait  s 'assurer  que  ses  etats  de 
gestion  financiere  renferment  des  donnees  re- 
liees  a  l'utilisation  des  annees-hommes,  des 
renseignements  sur  ses  engagements  et  des 
statistiques  sur  son  rendement.  Ces  etats  de- 
vraient  mettre  en  rapport  1  'utilisation  des  res- 
sources  et  le  rendement. 


Le  Ministere  devrait  elaborer,  decrire  dans  ses 
manuels  et  communiquer  des  methodes  et  des 
directives  afin  de  garantir  que  1  'exactitude  des 
etats  et  rapports  informatiques  soit  verifiee. 


COMMENTAIRES  DU  MINISTERE 


Nous  continuerons  a  passer  en  revue  le  systeme 
des  rapports  financiers  afin  de  nous  assurer 
qu  'ils  repondent  aux  besoins  des  gestionnaires  a 
tous  les  niveaux  en  ce  qui  concerne  notamment 
les  engagements  et  les  renseignements  saison- 
niers  relies  au  budget.  Les  objectifs  et  les  plans 
du  Ministere  comprennent  une  plus  grande  inte- 
gration des  donnees  sur  les  annees-hommes,  le 
systeme  de  mesure  du  rendement  et  d'autres 
donnees  statistiques  reliees  aux  budgets  finan- 
ciers et  aux  depenses.  Nous  y  donnerons  suite 
lorsque  les  sous-systemes  non  financiers  entre- 
ront  en  operation. 

Le  manuel  financier  renfermera  des  directives 
concernant  la  verification  des  etats  informati- 
ques et  des  rapports  financiers. 
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MINISTERE  DU  REVENU  NATIONAL  -  IMPOT 

Observations  en  date  du  mois  de  decembre  1974 
Commentaries  du  Ministere  en  date  du  mois  de  mai  1975 


L 'etude  a  porte  surtout  sur  le  bureau  principal,  qui  exerce  sur  la  plupart  des  activites  du 
Ministere  un  controle  central  propre  a  assurer  l'uniformite  des  methodes  servant  a  la 
preparation  du  budget,  a  la  comptabilite  et  aux  finances  dans  les  bureaux  de  district.  Nous 
avons  visite  deux  des  vingt-huit  bureaux  de  district,  de  meme  que  le  centre  des  donnees, 
afin  de  verifier  si  le  controle  en  question  s'effectue  reellement. 


OBSERVATIONS  ET 
RECOMMANDATIONS 

DIRECTION  FONCTIONNELLE 

•  On  ne  semble  pas  trop  savoir  qui  est  cense 
fournir  la  direction  fonctionnelle  en  matiere 
de  finance  et  de  comptabilite,  particulierement 
dans  les  sous-sections  des  bureaux  de  district, 
ou  une  telle  direction  pour  la  gestion  finan- 
cier n'a  pas  ete  suffisante. 

•  Le  groupe  financier  de  la  division  du  controle 
de  la  gestion  (direction  des  operations)  de- 
vrait  etre  renforce.  On  devrait  aussi  lui  confier 
la  charge  de  controler  le  budget  de  cette  direc- 
tion ainsi  que  celle  de  fournir  aux  bureaux  de 
district,  et  au  centre  des  donnees,  une  direc- 
tion fonctionnelle  touchant  le  controle  de  leur 
budget,  le  controle  financier  de  leurs  depenses, 
le  controle  de  leurs  pratiques  comptables  qui 
se  rattachent  aux  elements  d'actif,  de  passif  et 
de  rapports  financiers. 

•  II  faudrait  que  la  division  des  finances  de  la 
direction  des  finances  et  de  l'administration 
assure  au  groupe  financier  de  la  division  du 
controle  de  la  gestion  (direction  des  opera- 
tions) une  direction  fonctionnelle  analogue, 
grace  a  des  reunions  periodiques  et  a  1 'utilisa- 
tion de  manuels  financiers  detailles. 

•  II  conviendrait  en  outre  que  la  division  des 
finances  de  la  direction  des  finances  et  de  l'ad- 
ministration consacre  a  toutes  les  autres  direc- 
tions du  bureau  principal  une  direction  fonc- 
tionnelle similaire  en  detachant  aupres  d'elles 
les  analystes-conseils  necessaires  et  en  mettant 
a  leur  disposition  des  manuels  financiers 
detailles. 


COMMENTAIRES  DU  MINISTERE 


Nous  nous  efforcerons  de  mieux  preciser  les 
voies  hierarchiques  afin  d'eliminer  toute  confu- 
sion qui  existe  dans  les  districts. 


Accepte. 


Accepte. 


Accepte. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

ETUDE  DU  RENDEMENT  DES  EMPLOYES 
QUI  REMPLISSENT  DES  FONCTIONS 
D'ORDRE  FINANCIER 

•  La  division  des  finances  de  la  direction  des 
finances  et  de  l'administration  devrait  partici- 
per  a  la  nomination  et  aux  etudes  de  rende- 
ment  des  employes  du  groupe  financier  de  la 
division  du  controle  de  la  gestion  (direction 
des  operations),  ainsi  qu'a  celles  des  agents 
d 'administration  preposes  a  la  gestion  ou  au 
controle  financier  dans  d'autres  directions  du 
bureau  principal. 

•  Le  groupe  financier  de  la  division  du  controle 
de  la  gestion  (direction  des  operations)  de- 
vrait intervenir  de  la  meme  facon  dans  le  cas 
du  personnel  des  bureaux  de  district  et  du  cen- 
tre des  donnees  qui  remplissent  des  fonctions 
de  gestion  ou  de  controle  financier. 

FORMATION  DES  AGENTS  FINANCIERS 

•  II  faudrait  faire  davantage  pour  la  formation 
theorique  et  pratique  des  employes  qui  exer- 
cent  des  fonctions  d'ordre  financier. 

EFFICACITE  DE  LA  COMMUNICATION 
DES  EXIGENCES  FINANCIERES 

•  Les  manuels  actuels  sont  insuffisants  en  ce 
sens  qu'ils  ne  traitent  pas  du  signalement  des 
ecarts,  des  comptes  courus  mensuels,  du  calcul 
des  depenses  projetees  pour  la  partie  non 
ecoulee  de  l'annee,  ni  d'autres  questions  sur 
lesquelles  porte  le  Guide  d 'administration  du 
Conseil  du  tresor. 

ATTRIBUTION  DES  POUVOIRS 
FINANCIERS 

•  Le  regime  de  delegation  du  pouvoir  de  signer 
en  matiere  financiere  ne  distingue  pas  entre  le 
pouvoir  de  payer  et  celui  de  depenser.  Dans 
son  rapport  du  5  septembre  1974,  le  Conseil 
du  tresor  recommandait  qu'il  soit  remedie  a 
cet  etat  de  choses  ainsi  qu'a  d'autres  lacunes 
du  regime  actuel  de  delegation  de  pouvoirs 
financiers. 


COMMENTAIRES  DU  MINISTERE 


Accepte. 


Accepte. 


Accepte  -  Un  programme  de  formation  est  deja 
en  cours. 


Accepte  -  Des  directives  sont  a  1 'etude. 


Accepte  -  Nous  avons  pris  la  situation  en  main. 


308 


OBSERVATIONS  ET 
RECOMMANDATIONS 

PRINCIPES  DIRECTEURS  ET  METHODES 
DE  CONTROLE  DES  DEPENSES 

•  Les  methodes  reliees  aux  processus  de  traite- 
ment  des  demandes  en  remboursement  de 
frais  de  voyage  seraient  accelerees  si  la  verifi- 
cation de  celles-ci  etait  limitee  a  un  echantil- 
lonnage  et  si  on  faisait  davantage  appel  aux 
bureaux  regionaux  du  ministere  des  Approvi- 
sionnements  et  Services  pour  le  reglement  de 
ces  demandes. 

PROCEDES  DE  CONTROLE  COMPTABLE 
DES  IMMOBILISATIONS 

•  Les  principaux  articles  de  mobilier  devraient 
etre  declares  dans  les  imprimes  d'ordinateur 
des  immobilisations. 

•  Chaque  annee,  il  faudrait  que  les  sommes  ins- 
crites  dans  les  comptes  du  Ministere  comme 
depenses  en  immobilisations  soient  conciliees 
avec  les  depenses  de  1 'annee  en  cours  figurant 
dans  les  imprimes  d  'ordinateur. 

•  Des  etiquettes  identificatrices  devraient  etre 
apposees  a  tous  les  articles  d 'immobilisations 
compris  dans  les  imprimes  d  'ordinateur. 

VERIFICATION  INTERNE 

•  Aux  responsabilites  de  la  direction,  revue  de 
la  gestion,  il  conviendrait  d'ajouter  celle  de  la 
verification  des  depenses  et  de  l'etude  des  con- 
soles financiers. 

PREVISIONS  DE  PROGRAMME  ET 
BUDGET  PRINCIPAL  DES  DEPENSES 

•  II  faudrait  evaluer  a  fond  les  programmes  per- 
manents  du  point  de  vue  de  leur  efficacite  et 
de  leur  rendement,  en  conformite  avec  les  di- 
rectives du  Ministere  et  en  se  souvenant: 

a)  que  des  priorites  realistes  devraient  etre  eta- 
blies  pour  les  programmes  qui  se  disputent 
les  memes  ressources;  et 

b)  que  la  haute  direction  devrait  faire  connai- 
tre  ces  priorites  aux  gestionnaires  des  cen- 
tres de  responsabilite  lorsque  les  objectifs 
du  Conseil  du  tresor  sont  modifies. 

•  Les  directions  fonctionnelles  du  secteur  des 
operations  devraient  mieux  coordonner  entre 
elles  la  planification  du  volume  de  travail,  y 
compris  les  revisions  de  ceux-ci. 


COMMENTAIRES  DU  MINISTERE 


Accepte  —  nous  sommes  a  reviser  nos  methodes. 


Accepte. 


Accepte. 


Accepte. 


Une  etude  a  ete  effectuee  et  nous  avons  pris  la 
decision  d'incorporer  a  la  direction,  revue  de  la 
gestion,  une  section  de  verification  financiere. 


Accepte. 


Accepte. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

La  coordination  et  la  communication  entre  la 
division  de  1'analyse  et  de  la  planification  (di- 
rection des  systemes  et  de  la  planification)  et 
la  division  des  finances  (direction  des  finances 
et  de  l'administration )  devraient  etre  amelio- 
rees  en  ce  qui  concerne  l'etablissement  des 
previsions  de  programme  et  du  budget  princi- 
pal des  depenses,  et  leur  presentation  au  Con- 
seil  du  tresor. 


COMMENTAIRES  DU  MINISTERE 

Nous  convenons  que  les  previsions  de  program- 
me et  du  budget  des  depenses  devraient  relever 
d'une  meme  entite  d 'organisation,  mais  comme 
cela  peut  se  faire  de  plusieurs  facons,  nous  allons 
chercher  a  determiner  la  meilleure. 


CENTRE  DE  COUT  NEGATIF 

•  Lorsqu'il  se  cree  un  centre  de  cout  negatif,  il 
faudrait  en  informer  les  directeurs  regionaux 
et  les  dirigeants  du  bureau  principal,  en  pre- 
nant  soin  de  leur  indiquer  quelles  peuvent  en 
etre  les  repercussions  sur  leurs  budgets 
respectifs. 

En  1 'occurence,  voici  ce  que  nous  entendons 
par  l'idee  de  «centre  de  cout  negatif»:  il  s'agit 
d'alimenter  le  budget  d 'exploitation  necessai- 
re  a  un  secteur  donne  en  etablissant  un  centre 
de  cout  negatif  correspondant  qui  serait  fi- 
nance par  les  credits  perimes  d'un  autre 
secteur. 

RAPPORTS  FINANCIERS 

•  Le  systeme  de  rapports  financiers  du  ministe- 
re  des  Approvisionnements  et  Services  ne 
fournit  pas  les  renseignements  necessaires  a 
1 'explication  des  ecarts  qui  se  produisent  par 
rapport  aux  sommes  budgetisees  et  aux  debits 
de  travail  prevus.  De  plus,  il  ne  produit  pas 
toute  l'information  requise  par  les  Comptes 
publics,  telle  l'accumulation  des  depenses  par 
activite.  Afin  de  remedier  a  la  situation,  le 
Ministere  a  decide,  vers  la  fin  de  1970,  d'eta- 
blir  son  propre  systeme  informatique  de  ren- 
seignements pour  la  gestion,  mais  ce  systeme 
n  'est  pas  encore  entierement  au  point. 


Nous    ne    laisserons    pas    cette    situation    se 
reproduire. 


Ce  sujet  fait  1  'objet  d  'un  interet  continuel. 
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MINISTERE  DU  SOLLICITEUR  GENERAL 

Observations  et  recommandations  en  date  du  mois  de  decembre  1974 
Commentaires  du  Ministere  en  date  du  21  juillet  1975 

L 'etude  n'a  porte  que  sur  des  programmes  relevant  du  Commissaire  du  Service  peniten- 
tiaire  canadien  et  du  Solliciteur  general  adjoint;  il  n'a  done  pas  ete  tenu  compte  des 
depenses  d 'exploitation  relatives  aux  credits  suivants: 

Credit  1 5  :  Commission  nationale  des  liberations  conditionnelles 
Credits  20  et  25  :  Gendarmerie  royale  du  Canada 


OBSERVATIONS  ET 
RECOMMANDATIONS 


COMMENTAIRES  DU  MINISTERE 


SERVICE  PENITENTIAIRE  CANADIEN 


ROLE  DE  L' ASPECT  FINANCIER 

•  Les  agents  superieurs  des  finances  ne  partici- 
pent  pas  activement,  dans  le  cadre  de  l'equipe 
de  la  haute  direction,  a  l'un  ou  l'autre  des 
trois  niveaux  du  Service  penitentiaire  cana- 
dien (au  bureau  principal,  aux  bureaux  regio- 
naux  et  aux  etablissements)  et  ce,  pour  deux 
raisons:  en  premier  lieu,  l'administration  sem- 
ble  attacher  peu  d 'importance  a  la  fonction 
financiere  et,  deuxiemement,  les  postes  des 
services  financiers  ne  sont  pas  classes  a  un 
niveau  suffisamment  eleve  pour  attirer  des 
fonctionnaires  possedant  la  competence  vou- 
lue.  L'apport  de  la  fonction  financiere  ne  sa- 
tisfait  done  pas  les  besoins  du  Service  peniten- 
tiaire canadien. 


Nous  sommes  d 'accord.  La  croissance  rapide  du 
Service  penitentiaire  canadien,  de  meme  que  la 
modification  de  1 'importance  de  certains  pro- 
grammes, au  cours  des  cinq  dernieres  annees, 
ont  forcement  entraine  des  etudes  portant  sur  la 
reorganisation  de  nombreux  secteurs  de  pro- 
grammes. Par  consequent,  on  a  confie  au  Com- 
missaire adjoint  des  services  operationnels  et  a 
ses  collegues  regionaux,  la  responsabilite,  en 
qualite  de  hauts  fonctionnaires,  de  plusieurs  sec- 
teurs administratifs,  dont  l'administration  fi- 
nanciere. Precisons  toutefois  qu'ils  peuvent 
compter  sur  les  avis  du  directeur  des  services 
financiers  ou  de  l'administrateur  financier  regio- 
nal, tous  deux  agents  superieurs  des  finances  res- 
ponsables  de  la  mise  en  application  de  la  politi- 
que financiere,  et  conseillers  en  ce  domaine.  II 
faudra  reexaminer  les  taches  des  agents  supe- 
rieurs des  finances  afin  de  s 'assurer  que  leur  role 
administratif  sur  le  plan  financier  est  d'une  ri- 
goureuse  efficacite  et  satisfait  aux  besoins  du 
Service  penitentiaire  canadien  (S.P.C.). 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

•  La  haute  direction  devrait  donner  son  appui 
au  programme  amorce  en  vue  de  renforcer  la 
fonction  financiere  et  inviter  des  agents  supe- 
rieurs  des  finances  a  faire  partie  des  equipes 
de  la  haute  direction  afin  de  s 'assurer  leur 
pleine  et  entiere  collaboration. 


•  En  outre,  pour  qu'il  puisse  s'acquitter  effica- 
cement  de  ses  responsabilites  concernant  les 
questions  financieres  du  Ministere,  le  direc- 
teur  des  services  financiers  devrait  participer  a 
1'evaluation  de  tous  les  agents  financiers  re- 
gionaux  et  des  autres  fonctionnaires  dont  les 
taches  se  rapportent  au  domaine  financier. 

ORGANISATION  DES  SERVICES 
FINANCIERS 

•  Dans  son  etude  sur  les  services  financiers  du 
bureau  principal  le  bureau  des  conseillers  en 
gestion  pointe  du  doigt  Factuelle  repartition 
improvisee  des  fonctions  financieres;  il  fau- 
drait  modifier  cette  repartition  pour  la  rendre 
conforme  aux  propositions  contenues  dans  le 
rapport  du  bureau  ou  a  une  autre  repartition 
approuvee  par  la  direction. 

•  On  devrait  mettre  sur  pied  des  programmes 
de  formation  afin  que  le  personnel  des  finan- 
ces soit  ensuite  en  mesure  de  fournir  un  rende- 
ment  uniformement  eleve. 


MANUEL  ET  SOURCES  DE  REFERENCE 

•  Le  manuel  des  services  financiers  et  les  autres 
sources  de  reference  financiere  concernant  le 
Service  penitentiaire  canadien  devraient  etre 
integres  dans  un  nouveau  manuel  qui  consti- 
tuerait  un  document  de  travail  pratique  expli- 
quant  la  facpn  de  remplir  les  fonctions. 

ROULEMENT  DU  PERSONNEL 

•  Le  Service  penitentiaire  canadien  devrait 
chercher  a  connaitre  les  raisons  a  1  'origine  du 
roulement  eleve  qui  se  manifeste,  a  certains 
niveaux,  chez  les  employes  ayant  des  respon- 
sabilites financieres,  et  prendre  les  mesures 
qui  s'imposent. 


COMMENTAIRES  DU  MINISTERE 

Nous  sommes  d 'accord.  En  1974,  nous  avons 
prie  le  bureau  des  conseillers  en  gestion  d'etu- 
dier  1 'organisation  de  la  direction  generate  des 
services  financiers  au  bureau  principal  du  S.P.C. 
et  dans  certains  postes  regionaux.  Les  principa- 
ls recommandations  de  1 'etude  sont  en  voie 
d 'application  et  nous  esperons  qu'il  en  resultera 
une  importante  amelioration  de  la  gestion 
financiere. 

Nous  sommes  d 'accord.  Nous  avons  1 'intention 
de  mettre  en  oeuvre  un  systeme  analogue  a  celui 
qui  est  conseille  dans  le  Guide  d 'administration 
financiere,  selon  lequel  le  fonctionnaire  supe- 
rieur  des  finances  doit  examiner  toutes  les  eva- 
luations du  rendement  des  agents  financiers  ef- 
fectuees  par  leur  superieur  hierarchique. 


Nous  sommes  d 'accord.  Le  Service  penitentiaire 
canadien  a  accepte  les  recommandations  conte- 
nues dans  1 'etude  du  bureau  des  conseillers  en 
gestion  sur  la  gestion  financiere  et  est  en  voie  de 
les  mettre  en  vigueur. 


Nous  sommes  d 'accord.  II  existe  un  programme 
limite  de  formation,  en  cours  et  hors  d'emploi, 
destine  au  personnel  des  finances;  ce  programme 
a  produit  des  diplomes  (R.I.A.,  C.G.A.).  Avec 
1  'apport  d  'un  agent  de  formation,  ce  programme 
sera  intensifie  et  etendu  au  secteur  financier  ain- 
si  qu'aux  autres  secteurs  de  la  gestion. 


Nous  sommes  d 'accord.  L'une  des  grandes  prio- 
rites  de  la  division  financiere  qui  vient  d'etre 
reorganisee  est  precisement  la  compilation  d  'un 
manuel  complet  de  l'administration  financiere 
englobant  et  integrant  les  directives  et  les  me- 
thodes  financieres  en  vigueur. 


Nous  sommes  d  'accord.  Une  etude  structural  de 
la  fonction  financiere  a  tous  les  niveaux  de  ges- 
tion, realisee  par  le  bureau  des  conseillers  en 
gestion,  devrait  garantir  que  les  postes  financiers 
sont  classifies  conformement  a  leurs  attributions. 
Nous  croyons  que  les  nouvelles  classifications 
auront  pour  effet  de  diminuer  le  roulement  du 
personnel. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

TACHES  CONFIEES  A  DES  DETENUS 

•  Le  detenu  a  qui  Ton  confie  des  taches  finan- 
ciers devrait  etre  considere  comme  partici- 
pant a  un  programme  de  rehabilitation  et,  par 
consequent,  les  ressources  necessaires  de- 
vraient  etre  fournies  afin  de  leur  procurer  la 
formation  et  la  surveillance  qui  s 'impose. 

PAIE 

•  Les  modifications  suivantes  devraient  etre  ap- 
portees  au  systeme  de  paie  afin  d'ameliorer  le 
controle  interne: 

a)  le  controle  du  systeme  de  paie  devrait  rele- 
ver  des  services  financiers; 

b)  on  devrait  concilier  le  systeme  de  paie  avec 
le  systeme  des  rapports  financiers; 


c)  il  faudrait  prendre  des  mesures  pour  impu- 
ter  le  temps  supplementaire  au  centre  de 
couts  qui  requiert  le  personnel; 


d)  afin  d 'assurer  un  partage  adequat  des  ta- 
ches, il  conviendrait  de  confier  la  distribu- 
tion des  cheques  a  quelqu'un  d 'autre  que  le 
gestionnaire  qui  approuve  le  temps  supple- 
mentaire ou  les  presences;  et 

e)  les  conditions  se  rapportant  aux  paiements 
verses  aux  employes  en  conge  par  suite  de 
blessures  subies  au  travail  devraient  etre 
controlees  de  tres  pres. 


TEMPS  SUPPLEMENTAIRE 

•  Le  temps  supplementaire  represente  des  frais 
importants  pour  le  Service  penitentiaire  cana- 
dien.  II  faudrait  se  faire  expliquer  pourquoi  ie 
temps  supplementaire  varie  sensiblement 
d'un  etablissement  a  1 'autre. 

•  Si  la  semaine  totale  de  travail  d'un  employe 
doit  depasser  le  nombre  d'heures  prevu  par  le 
Code  canadien  du  travail,  il  faut  obtenir  l'au- 
torisation  du  Conseil  du  tresor. 


COMMENTAIRES  DU  MINISTERE 


Nous  sommes  d 'accord.  A  l'avenir,  tous  les  dete- 
nus en  question  recevront  la  formation  et  la  sur- 
veillance necessaires. 


a)  Nous  sommes  d 'accord.  Le  controle  du  syste- 
me de  paie  relevera  des  services  financiers. 

b)  Nous  sommes  d 'accord.  Certains  aspects  de  la 
decentralisation  du  systeme  de  paie  aux  bureaux 
regionaux  ont  occasionne  des  problemes  qu'on 
est  maintenant  en  train  de  resoudre. 

c)  Nous  sommes  d 'accord,  mais  nous  avons  es- 
saye,  sans  succes,  d  'imputer  le  temps  supplemen- 
taire aux  activites.  Le  systeme  de  paie  actuel  du 
ministere  des  Approvisionnements  et  Services 
n'est  pas  assez  souple  pour  nous  permettre  de 
faire  cette  operation. 

d)  Nous  sommes  d 'accord.  Ce  sera  fait  d'ici  sep- 
tembre  1975. 


e)  Nous  sommes  d 'accord.  Nous  etudions  actuel- 
lement  notre  systeme  de  controle  des  paiements 
relatifs  aux  conges  pour  accident  de  travail. 
Dans  l'intervalle,  nous  avons  informe  tous  nos 
bureaux  regionaux  que  les  conges  pour  accident 
de  travail  ne  doivent  pas  se  prolonger  au  dela  de 
120  jours. 


Nous  sommes  d 'accord.  Un  systeme  de  rapports 
du  temps  supplementaire,  en  vigueur  depuis  le 
ler  Janvier  1975,  permet  de  controler  et  d 'expli- 
quer le  temps  supplementaire. 

Nous  sommes  d 'accord.  La  division  du  person- 
nel a  discute  ce  probleme  avec  des  fonctionnai- 
res  du  Conseil  du  tresor,  le  13  novembre  1974, 
et  ces  derniers  se  sont  montres  satisfaits  de  notre 
attitude  a  cet  egard. 


313 


OBSERVATIONS  ET 
RECOMMANDATIONS 

VERIFICATION  A  PRIORI  ET  ACHATS 

•  La  verification  a  priori  des  depenses  releve  du 
bureau  principal,  quelle  que  soit  l'efficacite 
avec  laquelle  les  bureaux  regionaux  accom- 
plissent  la  verification  a  priori  de  la  plupart 
des  achats.  La  responsabilite  de  la  verification 
a  priori  des  operations  devrait  passer  du  bu- 
reau principal  aux  bureaux  regionaux. 

•  Les  modifications  suivantes  sont  necessaires  a 
l'amelioration  de  la  gestion  financiere  et  du 
controle  des  achats: 

—  les  rajustements  de  prix  devraient  etre  ap- 
prouves  par  des  agents  responsables  de 
l'approvisionnement  plutot  que  par  des 
commis  preposes  a  la  verification  a  priori; 

—  lorsque  les  couts  reels  de  l'approvisionne- 
ment depassent  les  previsions  de  l'etablisse- 
ment,  il  faudrait  consulter  celui-ci  avant 
d  'acheter; 


—  il  faudrait  publier  des  directives  exigeant 
que  la  qualite  des  marchandises  recues  fas- 
sent  l'objet  d'une  inspection  et  que  les  den- 
rees  alimentaires  et  toutes  autres  marchan- 
dises achetees  en  vrac  soient  pesees  a 
1  'arrivee; 

—  il  conviendrait  de  faire  enquete  sur  les  dif- 
ferences de  prix  entre  les  denrees  alimentai- 
res et  autres  produits  achetes  par  des  eta- 
blissements  dans  la  meme  region; 

—  Le  personnel  devrait  etre  muni  des  directi- 
ves ainsi  que  des  manuels  necessaires,  in- 
cluant  des  lignes  directrices,  par  exemple, 
l'alternative  de  preparer  ou  d 'acheter  les 
rations  alimentaires. 

DELEGATION  DE  POUVOIRS 

•  Les  articles  25,  26  et  27  de  la  Loi  sur  l'admi- 
nistration  financiere  autorisent  le  Ministere  a 
engager,  depenser  et  verser  des  fonds.  Le 
Service  penitentiaire  canadien  devrait  dele- 
guer  le  pouvoir  d 'engager  des  fonds,  comme 
le  prevoit  1 'article  25  de  la  Loi. 


COMMENTAIRES  DU  MINISTERE 


Nous  sommes  d 'accord.  La  decentralisation  de 
la  verification  a  priori  au  profit  des  bureaux  re- 
gionaux est  en  preparation  et  sera  mise  en  oeu- 
vre  lorsque  ceux-ci  auront  un  personnel  stable. 


Nous  sommes  d 'accord.  Nous  adopterons  cette 
methode. 


Nous  sommes  d 'accord.  Cependant,  par  suite  de 
la  hausse  actuelle  des  prix,  le  ministere  des  Ap- 
provisionnements  et  Services  (M.A.S.)  a  publie 
des  directives  a  l'intention  des  ministeres,  expo- 
sant  sa  politique  a  cet  egard,  que  nous  avons 
acceptees. 

Nous  sommes  d 'accord.  Nous  publierons  une 
directive  en  consequence,  qui  fera  partie  du 
manuel. 


Nous  sommes  d 'accord,  mais  differentes  sources 
d  'approvisionnement  du  M.A.S.  sur  lesquelles 
nous  n'exercons  aucun  controle,  alimentent  ces 
etablissements. 

Nous  sommes  d 'accord.  Nous  agirons  en  ce  sens. 
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•  Les  personnes  chargees  de  faire  des  transac- 
tions devraient  pouvoir  utiliser  un  systeme 
permettant  d 'identifier  celles  qui  sont  autori- 
sees  en  vertu  des  articles  25,  26  et  27.  II  con- 
viendrait  de  revoir  les  autorisations  au  moins 
une  fois  par  an,  et  les  systemes  devraient  pre- 
voir  des  cartes  de  specimen  de  signature. 

•  L'autorisation  accordee  a  tel  ou  tel  poste  de- 
vrait  s'arreter  aux  sommes  d 'argent  propor- 
tionnees  aux  fonctions  et  responsabilites  de  ce 
poste. 

•  II  faudrait  suivre  la  directive  du  Conseil  du 
tresor  exigeant  que  des  employes  differents,  en 
vertu  des  articles  26  et  27,  apposent  leur  si- 
gnature pour  la  meme  operation. 


COMMENTAIRES  DU  MINISTERE 


UNE  SIGNATURE  NECESSAIRE  POUR 
TOUTE  DEMANDE  DE  CHEQUE 

•  Conjointement  avec  le  ministere  des  Approvi- 
sionnements  et  Services,  il  faudrait  modifier  la 
methode  suivie  pour  faire  des  demandes  de 
cheque,  de  facon  a  exiger  deux  signatures. 

RECOUVREMENT  DES  COUTS 

•  Une  hausse  du  taux  d'indemnite  journaliere 
pour  l'entretien  des  detenus  provinciaux  pla- 
ces dans  des  etablissements  federaux,  rendrait 
ce  taux  plus  conforme  au  cout  reel. 


II  faudrait  modifier  la  politique  des  prix  des 
produits  agricoles  pour  la  rendre  davantage 
conforme  a  la  valeur  marchande  actuelle,  et  il 
faudrait  etablir  un  systeme  financier  qui  puis- 
se  assurer  une  gestion  s'appuyant  sur  des  ren- 
seignements  financiers  surs,  notamment  en  ce 
qui  concerne  les  frais  d 'exploitation  agricole. 


Nous  sommes  d 'accord.  Nous  avons  mis  au 
point,  de  concert  avec  les  bureaux  regionaux, 
une  formule  revisee  de  delegation  des  pouvoirs, 
que  nous  avons  soumise  a  1  'approbation  du  Mi- 
nistre.  Cette  formule  revisee  renferme  les  pres- 
criptions du  «Guide  d 'administration  financie- 
re»  et  sera  conforme  a  ces  recommandations.  La 
mise  en  vigueur  de  ce  nouveau  systeme  se  fera 
au  cours  de  la  presente  annee  financiere. 


Le  Conseil  du  tresor  etablit  les  modalites  de  1  'at- 
testation necessaire  pour  les  paiements  faits  a 
meme  le  Fonds  du  revenu  consolide. 


Nous  sommes  d 'accord.  Mais  le  recouvrement 
des  couts  engages  pour  les  detenus  provinciaux 
places  dans  des  etablissements  federaux  doit  se 
faire  conformement  aux  dispositions  des  enten- 
tes federales-provinciales  negociees  avec  chaque 
province.  Les  taux  imposes  sont  rajustes  chaque 
annee. 

Nous  sommes  d 'accord.  Plusieurs  etudes  du 
S.P.C.  sur  1 'exploitation  agricole  laissent  enten- 
dre que  la  politique  des  prix  manque  de  realis- 
me.  Nous  sommes  d 'accord  avec  cette  constata- 
tion.  Cependant,  il  faudrait  consacrer  encore 
plus  de  fonds  aux  operations  des  economes  pour 
pouvoir  appliquer  cette  recommandation. 
Les  systemes  financiers  actuellement  utilises 
pour  1  exploitation  agricole  seront  reexamines 
lorsque  notre  section  des  systemes  se  mettra  a 
fonctionner. 
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•   II  conviendrait  d'augmenter  le  prix  des  repas 
servis  au  public,  pour  en  recouvrer  le  cout. 


COMPTES  A  RECEVOIR  ET  SERVICES 
RENDUS 

•  II  faudrait  mettre  en  vigueur  des  systemes  per- 
mettant  un  meilleur  controle  de  l'approbation 
du  credit,  des  couts  et  des  prix  de  revient  des 
commandes,  de  la  facturation  des  expeditions 
et  de  la  perception  des  comptes.  II  faudrait 
que  les  systemes  s'appuient  sur  des  documents 
et  que  les  methodes  soient  publiees  et  expli- 
quees  aux  employes. 

•  II  faudrait  etablir  des  comptes  de  controle 
pour  tous  les  systemes  de  comptes  a  recevoir 
du  Service  penitentiaire  canadien,  et  preparer 
mensuellement  une  ventilation  par  classe  d'a- 
ge  des  comptes  a  recevoir  et  en  concilier  le 
total  au  compte  de  controle. 

AVANCES  DE  FONDS  DE  ROULEMENT 

•  II  faudrait  mettre  en  vigueur  un  systeme  de 
controle  des  stocks  dans  les  magasins  regio- 
naux;  effectuer  le  denombrement  de  tous  les 
articles  et  se  debarrasser  des  stocks  desuets; 
controler  les  niveaux  des  stocks  et  des  comptes 
a  recevoir  et  enqueter  sur  les  ecarts  notables. 

•  II  faudrait  preparer  tous  les  mois  des  etats 
financiers  concernant  les  avances  de  fonds  de 
roulement  et  les  faire  concorder  avec  les  etats 
du  Ministere  afin  d'en  assurer  1 'exactitude. 

BIENS  IMMOBILIERS  ET  MOBILIERS 

•  II  faudrait  modifier  la  methode  de  comptabili- 
sation  et  de  controle  des  biens  immobiliers  et 
mobiliers  pour  que  ces  actifs  soient  mieux 
controles  et  plus  visibles  dans  les  registres  fi- 
nanciers. Ces  registres  devraient  donner  la  va- 
leur  en  dollars  et  la  quantite  des  articles  at- 
trayants  et  d'une  valeur  importante.  Pour  les 
autres  articles,  il  suffit  d'en  connaitre  la 
quantite. 

•  Pour  que  les  registres  permanents  soient  cons- 
tamment  a  jour,  il  faudrait  effectuer  reguliere- 
ment  le  denombrement  de  tous  les  biens  im- 
mobiliers et  mobiliers. 


COMMENTAIRES  DU  MINISTERE 

Nous  sommes  d 'accord.  Nous  examinons  actuel- 
lement  la  situation  concernant  les  repas  servis 
aux  visiteurs  et  aux  fonctionnaires.  Des  consulta- 
tions ont  deja  eu  lieu  ou  sont  prevues  avec  des 
representants  du  Conseil  du  tresor,  du  ministere 
du  Revenu  national  et  des  syndicats. 


Nous  sommes  d 'accord.  La  section  des  systemes 
qui  s'elabore  presentement  au  bureau  principal, 
documentera  et  ameliorera  notre  methode  ac- 
tuelle  pour  le  programme. 


Nous  sommes  d 'accord.  Les  methodes  relatives 
aux  revenus,  notamment  les  comptes  de  controle 
pour  les  comptes  a  recevoir,  sont  utilisees  depuis 
de  nombreuses  annees.  Nous  attacherons  encore 
plus  d 'importance  au  fonctionnement  et  a  l'ame- 
lioration  de  ces  systemes. 


Nous  sommes  d 'accord.  Nous  examinons  actuel- 
lement  l'ensemble  des  operations  des  magasins 
regionaux. 


Nous  sommes  d 'accord  et  nous  le  ferons.  Les 
conciliations  de  toutes  les  avances  de  fonds  de 
roulement  figurent  chaque  annee  dans  les 
Comptes  publics. 


Nous  sommes  d 'accord.  Nous  allons  reviser  les 
methodes  de  controle  des  biens  immobiliers  et 
mobiliers  afin  de  les  ameliorer. 
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COMMENTAIRES  DU  MINISTERE 


FONDS  DE  FIDUCIE  DES  DETENUS 

•  Ces  encaisses  surviennent  lorsqu'un  detenu 
arrive  dans  un  etablissement  avec  de  l'argent 
liquide,  ou  que  des  visiteurs  lui  laissent  de 
l'argent  pour  ses  depenses  personnelles;  il  s'a- 
git  habituellement  de  sommes  minimes. 

•  II  faudrait  determiner  dans  quelle  mesure  le 
Service  penitentiaire  canadien  a  le  droit  de 
tenir  ces  comptes  de  fonds  non  publics,  et  re- 
veler l'existence  de  ces  fonds  dans  les  Comptes 
publics.  II  faudrait  obtenir  l'autorisation  du 
ministere  des  Finances  au  sujet  de  ces  comptes 
de  banque. 


•  II  faudrait  modifier  le  systeme  afin  d'amelio- 
rer  les  methodes  de  gestion  des  encaisses  et  de 
controle  de  ces  fonds. 

VERIFICATION  INTERNE 

•  Le  Commissaire  devrait  etre  saisi  de  rapports 
de  verification  interne  et,  au  besoin,  les  trans- 
mettre  a  d'autres  membres  du  personnel.  Ces 
rapports  devraient  etre  rediges  et  diffuses  dans 
un  laps  de  temps  raisonnable. 


•  Le  directeur  des  finances  devrait  confier  aux 
agents  financiers  competents  le  soin  de  dresser 
un  plan  de  mise  en  application  des  recom- 
mandations  de  ces  rapports  et  de  surveiller  les 
progres  accomplis. 

OBJECTIFS  DU  MINISTERE 

•  L'enonce  des  objectifs  ministeriels  et  les  des- 
criptions de  programme  dans  le  budget  des 
depenses  fournissent  au  Parlement  une  base 
qui  lui  permet  d'evaluer  le  cout  des  divers 
programmes.  II  faudrait  les  reviser  de  temps  a 
autre  pour  indiquer  revolution  des  objectifs 
du  programme  du  service  correctionnel. 


Nous  sommes  d 'accord.  Le  Conseil  du  tresor 
vient  de  declarer  ces  fonds  «publics».  La  section 
du  programme  des  detenus  du  S.P.C.  est  en  train 
d 'examiner  la  question  et  va  recommander  une 
methode  d 'administration  de  ces  fonds.  Nous 
avons  envers  le  Conseil  du  tresor  l'obligation  de 
mettre  en  oeuvre  une  methode  de  controle  de  ces 
fonds  au  cours  de  1975-1976,  d'une  fa^on  qui 
repondra  aux  exigences  du  Conseil,  de  meme 
qu'a  celles  du  programme  des  detenus. 


Nous  sommes  d 'accord.  La  verification  interne 
releve  de  la  gestion  du  S.P.C;  cependant,  la  suite 
a  donner  aux  articles  transmis  aux  services  fi- 
nanciers releve  des  membres  de  cette  division. 
Les  recommandations  du  Conseil  du  tresor  dans 
ce  domaine  proposent  la  creation  d'un  comite  de 
fonctionnaires  superieurs  qui  serait  charge  d 'as- 
surer la  mise  en  application  des  recommanda- 
tions approuvees.  Le  S.P.C.  etudie  cette 
proposition. 


Nous  sommes  d 'accord  en  principe.  lis  sont  revi- 
ses de  facon  periodique;  toutefois,  a  la  suite  de  la 
mise  sur  pied  de  l'Agence  federale  de  correction, 
les  objectifs  et  les  programmes  du  Ministere  se- 
ront  reexamines  et  revises  en  consequence. 
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PREVISIONS  DE  PROGRAMME 

•  En  vue  d 'ameliorer  la  qualite  des  communica- 
tions actuelles  entre  le  bureau  principal  et  les 
bureaux  regionaux,  ainsi  que  la  qualite  de  la 
presentation  des  previsions  de  programme, 
des  agents  superieurs  des  finances  devraient  se 
rendre  dans  les  bureaux  regionaux  pour  y  ex- 
pliquer  la  prevision  de  programme  et  les  bud- 
gets «A»  et  «B».  Pour  assurer  que  les  deman- 
des  refletent  les  priorites  de  la  haute  direction, 
on  devrait  rediger  un  enonce  des  priorites  ad- 
ministratives,  puis  le  reviser  avec  les  agents 
des  regions  et  des  etablissements  avant  l'enon- 
ce  des  previsions  de  programme. 

•  Etant  donne  le  nombre  et  la  diversite  des  eta- 
blissements et  des  programmes,  un  classement 
des  programmes  suivant  un  ordre  hierarchi- 
que  apporte  d'importants  renseignements  en 
retour.  Afin  de  donner  a  la  haute  direction 
une  idee  du  succes  de  tel  ou  tel  programme,  on 
devrait  dresser  une  liste  classant  les  program- 
mes selon  leur  efficacite,  et  identifiant  les  ges- 
tionnaires  de  chaque  centre  de  responsabilite. 

BUDGET  DES  GESTIONNAIRES  DES 
CENTRES  DE  RESPONSABILITE 

•  L 'administration  devrait  consulter  les  gestion- 
naires  des  centres  de  responsabilite  lors  de 
l'etablissement  de  leur  budget  pour  s 'assurer 
de  leur  engagement  envers  les  objectifs  finan- 
ciers qui  sont  fixes. 

•  Le  personnel  du  bureau  principal  ne  devrait 
pas  imputer  de  depenses  aux  budgets  des  ges- 
tionnaires  des  centres  de  responsabilite  sans 
avoir  d'abord  consulte  ces  derniers.  Un  petit 
budget  devrait,  au  besoin,  etre  affecte  au  per- 
sonnel du  bureau  principal. 

ANALYSE  DES  ECARTS  ET  PREVISIONS 
DE  CAISSE 

•  II  faudrait  controler  a  tous  les  mois  le  systeme 
de  controle  budgetaire  et  d  'analyse  des  ecarts 
pour  s 'assurer  qu'il  est  possible  d'expliquer  de 
faijon  satisfaisante  les  ecarts  importants. 


COMMENTAIRES  DU  MINISTERS 


Nous  sommes  d 'accord.  La  reorganisation  de  la 
division  des  finances  du  bureau  principal  per- 
mettra  aux  agents  superieurs  des  finances  de  vi- 
siter plus  frequemment  les  bureaux  regionaux. 
Certaines  priorites  administratives  peuvent  etre 
communiquees  aux  bureaux  regionaux  avant  l'e- 
nonce  des  previsions  de  programme. 


Nous  sommes  d  'accord.  Tant  pour  le  systeme  de 
mesure  du  rendement  de  1 'exploitation  que  pour 
le  groupe  de  travail  sur  l'Agence  federale  de 
correction,  on  procede  a  l'identification  des  pro- 
grammes en  vigueur. 


Nous  sommes  d 'accord.  Les  demandes  de  credits 
budgetaires  sont  passees  en  revue  par  les  ges- 
tionnaires  des  centres  de  responsabilite  et  leur 
directeur  regional  respectif  avant  d'etre  soumi- 
ses  au  bureau  principal,  a  Ottawa. 
Nous  sommes  d 'accord.  Le  personnel  de  l'admi- 
nistration  centrale  n 'impute  normalement  aucu- 
ne  depense  au  budget  des  gestionnaires  des  cen- 
tres de  responsabilite,  sauf  s'il  s'agit  de  postes 
administres  a  l'echelle  nationale. 


Nous  sommes  d 'accord.  Nous  avons  l'intention 
d 'ameliorer  nos  systemes  d 'analyse  des  ecarts  et 
de  previsions  de  caisse. 
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RAPPORTS  DE  GESTION 

•  Le  systeme  de  rapports  devrait  etre  assoupli  et 
modifie  de  facon  a  correspondre  a  la  nouvelle 
organisation  du  Service  penitentiaire  cana- 
dien.  II  faudra  done  changer  les  codes  actuels 
des  comptes,  etant  donne  que  le  systeme  en 
place  exige  un  code  de  25  chiffres  pour  toutes 
les  operations  comptables  et  ne  met  pas  a  pro- 
fit les  codes  d'interclassement  qui  sont  plus 
simples. 

•  Le  nouveau  systeme  devrait  tenir  compte  des 
elements  courus  et  prevoir  1 'integration  or- 
donnee  du  systeme  d 'engagements  dans  les 
systemes  de  rapports,  de  facon  que  les  gestion- 
naires  puissent  connaitre  exactement  le  solde 
non  greve  de  leur  budget. 

•  De  plus,  les  rapports  de  gestion  devraient  ren- 
seigner  sur  le  rendement  de  chaque  sous-acti- 
vite  et  sur  les  annees-hommes  qu'elle  a 
utilisees. 


COMMENTAIRES  DU  MINISTERE 


Nous  sommes  d 'accord.  Notre  recente  reorgani- 
sation nous  oblige  a  modifier  notre  structure  par 
activite;  nous  profiterons  de  1 'occasion  pour  pro- 
ceder  a  un  examen  des  codes.  Nous  etudierons  la 
methode  des  codes  d'interclassement. 


Nous  sommes  d 'accord.  Nous  avons  modifie  la 
methode  de  controle  de  nos  engagements  le  ler 
avril  1975;  nous  disposons  desormais  de  meil- 
leures  donnees  pour  nos  rapports  et  pouvons 
tenir  les  gestionnaires  au  courant  du  solde  de 
leur  budget. 

Nous  sommes  d 'accord.  L'examen  que  nous 
comptons  faire  de  notre  systeme  de  rapports, 
couvrira  aussi  le  rapport  sur  les  annees-hommes. 
Nous  ne  pourrons  toutefois  pas  faire  entrer  nos 
donnees  de  rendement  dans  nos  rapports  finan- 
ciers avant  d 'avoir  termine  notre  etude  du  syste- 
me de  mesure  du  rendement  de  l'exploitation. 


SECRETARIAT 


GESTION  FINANCIERE 

•  Le  Secretariat  devrait  faire  clairement  connai- 
tre son  role  et  ses  objectifs  a  long  terme,  a  son 
personnel  et  au  Service  penitentiaire 
canadien. 

•  II  faudrait  accroitre  la  responsabilite  fonction- 
nelle  du  conseiller  financier  superieur  au  ni- 
veau des  operations  financieres  quotidiennes. 


Nous  sommes  d 'accord.  Nous  accorderons  la 
priorite  a  la  communication  au  sein  du  Secreta- 
riat et  avec  les  autres  organismes  du  ministere. 

Nous  sommes  d 'accord.  Nous  avons  pris  des  me- 
sures  correctives. 


319 


MINISTERE  DES  TRANSPORTS 

Observations  et  recommandations  en  date  du  mois  de  mai  1975 
Commentaires  du  Ministere  en  date  du  mois  d'aout  1975 

Notre  etude  du  ministere  des  Transports  a  porte  sur: 

Le  Programme  de  l'administration  centrale 
Le  Programme  des  transports  par  eau 
Le  Programme  des  transports  aeriens 
Le  Programme  des  transports  de  surface 


OBSERVATIONS  ET 
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SYSTEME  MINISTERIEL 

Le  «Systeme  ministeriel»  qui  a  ete  reorganise 
en  1970  afin  de  promouvoir  un  systeme  de 
gestion  unifie  et  coherent,  axe  sur  la  planifi- 
cation  globale,  le  developpement,  la  formula- 
tion de  politiques  ainsi  que  la  coordination  et 
1'evaluation  des  programmes  a  fait  naitre  un 
climat  d 'incertitude  au  sujet  du  role  des  nou- 
veaux  services  du  ministere  des  Transports  et 
de  la  delegation  des  pouvoirs  de  gestion  des 
programmes. 
•  Le  Ministere  devrait  officialiser  et  communi- 
quer  sa  structure  d 'organisation  afin  que  les 
liens  hierarchiques  et  fonctionnels  entre  les 
anciens  et  les  nouveaux  services  soient  mieux 
definis  et  communiques. 


COMMENTAIRES  DU  MINISTERE 


Le  Conseil  des  transports,  ou  un  organisme 
analogue,  devrait  etre  l'organe  principal  d'o- 
rientation  et  de  decision  du  Ministere. 


En  1970,  tous  les  services  ont  ete  informes  en 
detail  de  la  reorganisation.  Dans  un  organisme 
vaste  et  dynamique  comme  le  notre,  il  est  sans 
doute  inevitable  que  des  problemes  de  coordina- 
tion et  de  communication  se  posent  de  temps  a 
autre.  Nous  revoyons  constamment  notre  orga- 
nisation, nos  principes  et  nos  methodes;  nous 
etudierons  soigneusement  les  commentaires  de 
l'Auditeur  general. 

Nous  avons  recemment  etabli  un  comite  de  di- 
rection en  vue  de  faciliter  la  formulation  des 
politiques  et  de  presenter  des  recommandations 
a  1 'attention  du  Ministre. 


ORGANISATION  FINANCIERE 

Les  diverses  Administrations  ont  chacune 
leurs  propres  systemes  financiers.  Sur  les  plans 
suivants,  il  ne  s'est  pas  cree  de  liens  fonction- 
nels satisfaisants  entre  le  sous-ministre  adjoint 
aux  finances  et  les  agents  financiers  des 
Administrations: 
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a)  coordination  de  la  conception,  de  la  com- 
munication et  de  la  tenue  a  jour  des  syste- 
mes  d 'administration  financiere; 

b)  orientation  de  1 'organisation,  de  la  dotation 
et  de  la  formation  du  personnel  financier; 

c)  examen  des  evaluations,  preparees  par  les 
gestionnaires,  sur  le  rendement  des  agents 
financiers  dont  ils  sont  responsables;  et 

d )  etude  des  priorites  budgetaires  dans  un  sou- 
ci  de  coordination  de  1 'ensemble  des  res- 
sources  affectees  au  Ministere. 

•  II  faudrait  renforcer,  clarifier  et  decrire  offi- 
ciellement  les  liens  fonctionnels  entre  le  sous- 
ministre  adjoint  aux  finances  et  les  agents  fi- 
nanciers superieurs  des  Administrations. 


Les  services  financiers  du  bureau  principal  de- 
vraient  surveiller  d'un  oeil  critique  la  prepa- 
ration des  previsions  de  programme  et  du 
Budget  des  depenses. 


DELEGATION  DES  POUVOIRS 

Le  controle  des  pouvoirs  financiers  delegues 
laisse  a  desirer. 
•  II  faudrait  rendre  la  delegation  des  pouvoirs 
conforme  aux  directives  et  lignes  directrices 
du  Conseil  du  tresor  et  veiller  tout  particulie- 
rement  aux  points  suivants: 

a)  delegation  officielle  du  pouvoir  de  delivrer 
des  certificats  d 'engagement  en  application 
de  1 'article  25  de  la  Loi  sur  1 'administration 
financiere; 

b)  principe  selon  lequel  les  pouvoirs  de  depen- 
ser  et  de  payer  ne  peuvent  etre  exerces  par 
la  meme  personne  a  l'egard  d'une  opera- 
tion particuliere; 

c)  communication  des  documents  de  delega- 
tion dans  un  manuel  financier;  et 


COMMENTAIRES  DU  MINISTERE 


Nous  reconnaissons  que  la  description  officielle 
des  responsabilites  et  liens  fonctionnels  entre  les 
agents  financiers  qui  voient  a  la  bonne  marche 
des  systemes  d 'administration  financiere  laisse  a 
desirer.  Cependant,  la  redaction  des  documents 
en  question  est  bien  avancee  et  devrait  etre  ache- 
vee  d'ici  la  fin  de  l'annee  civile. 
Nous  avons  etabli  une  equipe  de  programma- 
tion  et  d 'evaluation  au  bureau  principal;  elle  a 
pour  tache  d'evaluer  constamment  les  plans  et 
1 'affectation  des  ressources  et  de  surveiller  d'un 
oeil  critique  la  preparation  des  previsions  de 
programme  et  du  Budget  des  depenses. 


Nous  avons  modifie  notre  document  de  delega- 
tion de  pouvoirs  d'apres  les  recommandations 
indiquees  et  1 'avons  joint  a  notre  manuel  finan- 
cier. Nous  avons  mis  en  place  un  systeme  de 
tenue  a  jour  des  cartes  de  specimen  de  signature 
conforme  aux  lignes  directrices  du  Conseil  du 
tresor. 
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d)     amelioration  des  methodes  d'etablissement 
et  de  tenue  des  cartes  de  specimen  de  signa- 
ture conformement  aux  exigences  du  Con- 
seil  du  tresor. 
•    Le  Ministere  devrait  demander  au  ministere 
des  Approvisionnements  et  Services  de  regler 
sa  delegation  de  pouvoirs  regionaux  sur  celle 
du  Ministere,  afin  de  faciliter  le  traitement  des 
depenses  des  regions. 

CONTROLE  DES  CONSTRUCTIONS 

L'Administration  du  transport  maritime  a 
connu  des  problemes  a  l'egard  de  construc- 
tions realisees  par  le  ministere  des  Travaux 
publics  et  celui  des  Approvisionnements  et 
Services;  elle  a  en  effet  eu  du  mal  a  faire  com- 
prendre  ses  exigences  et  a  administrer  ses  res- 
sources  financieres. 

L'Administration  maritime  devrait  se  faire 
representer  dans  les  equipes  de  planification 
chargees  des  constructions  realisees  pour  son 
compte  par  le  ministere  des  Travaux  publics  et 
celui  des  Approvisionnements  et  Services. 


COMMENTAIRES  DU  MINISTERE 


Les  consultations  que  nous  avons  eues  avec  le 
ministere  des  Approvisionnements  et  Services  a 
propos  de  la  necessite  de  rendre  compatibles  les 
pouvoirs  regionaux  ont  permis  de  regler  le  pro- 
bleme  a  notre  satisfaction. 


Nous  prenons  des  mesures  en  vue  de  former  des 
equipes  de  projet  pour  tous  les  travaux  impor- 
tants;  ces  equipes  comprendront  des  represen- 
tants  de  notre  Ministere  ainsi  que  du  ministere 
des  Travaux  publics  et  du  ministere  des  Appro- 
visionnements et  Services. 


DISTRIBUTION  DES  CHEQUES  DE  PAIE 

En  general,  les  cheques  de  paie  sont  distribues 
par  des  membres  des  services  du  personnel 
qui  sont  egalement  charges  d'etablir  la  paie. 

La  distribution  des  cheques  de  paie  dans  tout 
le  Ministere  devrait  incomber  aux  agents  fi- 
nanciers ou  a  d'autres  personnes  qui  ne  parti- 
cipent  pas  directement  au  systeme  de  paie. 

FACTURATION  DES  SERVICES 

Bien  que  les  divers  programmes  du  Ministere 
visent  a  fournir  des  services  a  un  prix  qui  lui 
permettent  de  faire  ses  frais  dans  la  mesure  du 
possible,  cet  objectif  est  difficile  a  atteindre  a 
moins  qu'on  ne  procede  a  des  modifications 
en  vue  de  maximiser  et  de  controler  les 
revenus. 


Nous  sommes  en  train  d'apporter  a  la  distribu- 
tion de  la  paie  les  modifications  recommandees. 
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Le  Ministere  devrait  prendre  des  mesures 
pour  faire  saisir  les  biens  de  ses  debiteurs  et 
imposer  des  interets  et  des  sanctions  sur  les 
comptes  a  recevoir  arrieres. 


Le  Ministere  devrait  instaurer  un  systeme  per- 
mettant  de  passer,  tous  les  ans,  en  revue  tous 
les  services  factures  aux  usagers  a  la  lumiere 
de  1 'augmentation  des  prix  de  revient.  En  par- 
ticulier,  le  Ministere  devrait  envisager  la  pos- 
sibility de  faire  payer  les  services  de  brise- 
glace  a  tous  les  navires  qui  y  font  appel. 


•  Le  Ministere,  pour  tous  ses  revenus,  devrait 
adopter  le  systeme  de  facturer  tous  ses  services 
a  mesure  qu'il  les  rend. 

•  Si  le  Ministere  conserve  sa  facon  de  proceder 
actuelle,  il  faudrait  permettre  aux  gestionnai- 
res  qui  controlent  les  actifs  qui  produisent  des 
revenus,  de  soustraire  ces  revenus  du  montant 
brut  de  leurs  credits. 

CONTROLE  DES  COMPTES  A  RECEVOIR  - 
ADMINISTRATION  DES  TRANSPORTS 
AERIENS 

•  Les  trois  systemes  d 'inscription  et  de  controle 
des  revenus  en  vigueur  a  l'aeroport  internatio- 
nal de  Montreal  (Dorval)  ne  contribuent  pas 
au  controle  interne,  ne  sont  pas  conformes  aux 
methodes  prescrites  par  l'administration  com- 
petente  et  sont  la  marque  d'un  manque  de 
surveillance  fonctionnelle  appropriee  a 
1  'aeroport. 

•  La  direction  des  finances  de  l'Administration 
des  transports  aeriens  devrait  etudier  a  fond 
les  divers  systemes  de  comptes  a  recevoir  en 
vigueur  dans  l'Administration  et  recomman- 
der  les  modifications  necessaires  pour  que  ces 
systemes  soient  conformes  aux  lignes  directri- 
ces du  Conseil  du  tresor  ainsi  qu'au  manuel 
de  la  politique  et  des  methodes  de  gestion 
financiere. 


COMMENTAIRES  DU  MINISTERE 

Pour  pouvoir  imposer  des  interets  et  des  sanc- 
tions sur  les  comptes  a  recevoir  arrieres  ainsi 
que  saisir  les  biens  des  debiteurs,  il  nous  faudra 
demander  la  modification  de  la  loi.  Nous  pre- 
nons  des  mesures  pour  parvenir  a  ce  resultat 
lorsque  la  chose  est  possible  et  souhaitable  (par 
exemple,  au  moyen  de  propositions  de  modifi- 
cations a  la  Loi  sur  l'aeronautique). 
Nous  convenons  qu'il  serait  souhaitable  de  pas- 
ser, chaque  annee,  en  revue  nos  tarifs  en  fonc- 
tion  du  prix  de  revient  des  services  et  des  instal- 
lations; une  etude  est  en  cours  a  ce  sujet. 


Nous  etudierons  attentivement  la  possibility  de 

faire  payer  aux  usagers  les  services  de  brise-glace 

dans  le  cadre  de  la  politique  de  transport  que  le 

gouvernement  a  recemment  annoncee. 

Nous  nous  efforcerons,  pour  tout  le  revenu,  de 

facturer  nos  services  a  mesure  que  nous  les 

rendons. 

Voir  notre  reponse  a  la  rubrique  «Calcul  des 

credits  nets». 


Nous  avons  pris  des  mesures  afin  que  les  syste- 
mes distincts  de  comptes  a  recevoir,  correspon- 
dant  chacun  a  une  categorie  particuliere  de  reve- 
nus, soient  conformes  aux  methodes  prescrites, 
et  qu'une  surveillance  fonctionnelle  adequate 
soit  exercee  a  l'aeroport  de  Dorval. 


Nous  prendrons  des  mesures  afin  que  les  syste- 
mes de  comptes  a  recevoir  en  vigueur  dans  toute 
l'Administration  des  transports  aeriens  soient 
conformes  aux  principes  de  controle  interne  eta- 
blis  ainsi  qu'aux  lignes  directrices  du  Conseil  du 
tresor. 
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•  La  direction  des  finances  de  l'aeroport  de 
Dorval  devrait  integrer  les  trois  systemes  de 
comptes  a  recevoir  en  vigueur,  etablir  un  sys- 
teme de  facturation  de  tous  les  revenus  de 
l'aeroport  ainsi  qu'incorporer  les  frais  et  les 
paiements  a  un  systeme  complet  de  comptes  a 
recevoir. 

CALCUL  DES  CREDITS  NETS 

De  la  facon  dont  il  calcule  ses  credits  nets,  le 
Ministere  n 'incite  pas  a  la  maximation  des 
revenus.  II  complique  la  gestion  des  besoins  de 
tresorerie  au  cours  de  l'annee  et  tend  a  affai- 
blir  le  controle  parlementaire. 

•  Le  Ministere  devrait  obtenir  des  credits  bruts, 
(tous  les  revenus  seraient  portes  au  credit  des 
comptes  de  revenus  du  Fonds  du  revenu  con- 
solide  au  lieu  d'etre  soustraits  du  montant 
brut  des  credits)  a  moins: 

a)  qu'il  ne  change  sa  facon  de  proceder  qui 
consiste  a  laisser  aux  administrations  les  re- 
venus a  soustraire  des  credits,  pour  permet- 
tre  aux  regions  de  depenser  leurs  propres 
revenus; 

b)  qu'il  ne  releve  sensiblement  ses  tarifs  de 
facon  a  mieux  refieter  les  couts  de  ses  servi- 
ces; et 

c)  qu'il  precise  les  revenus  qu'on  peut  sous- 
traire des  credits  bruts. 

•  Le  Ministere  ne  devrait  pas  faire  entrer  dans 
ces  programmes  d 'investissement  le  coiit  des 
biens  acquis  pour  les  besoins  des  autres. 


L 'Administration  des  transports  aeriens  ne 
devrait  recouvrer  du  Fonds  renouvelable  que 
ses  couts  directs,  et  non  tous  ses  frais 
generaux. 


COMMENTAIRES  DU  MINISTERE 

Nous  etudions  actuellement  pour  le  Quebec  un 
systeme  informatise  de  facturation  et  de  comptes 
a  recevoir.  L 'etude  preliminaire  laisse  a  penser 
qu'il  serait  possible  d 'integrer  la  facturation  et 
les  comptes  a  recevoir  de  tous  les  aeroports  de  la 
province. 


C'est  le  Conseil  du  tresor  qui  a  etabli  le  concept 
et  les  principes  du  calcul  des  credits  nets,  et  nos 
usages  s'y  conforment  dans  1 'ensemble.  A  notre 
avis,  les  observations  portant  sur  la  validite  de 
cette  politique  devraient  etre  portees  a  l'atten- 
tion  du  Conseil  du  tresor. 

Comme  les  tarifs  sont  les  memes  partout  au  Ca- 
nada, nous  sommes  d'avis  que  l'attribution  des 
revenus  aux  gestionnaires  des  centres  de  respon- 
sabilite  ne  les  inciterait  pas  sensiblement  a  ac- 
croitre  leurs  revenus.  Par  ailleurs,  le  fait  de  con- 
server  les  revenus  au  bureau  principal  facilite  la 
gestion  de  la  tresorerie  et  offre  a  la  haute  direc- 
tion une  plus  grande  marge  de  manoeuvre  dans 
la  prise  des  decisions. 


Nous  ne  faisons  pas  entrer  dans  nos  program- 
mes d 'investissement  le  coiit  des  biens  acquis 
pour  les  besoins  des  autres,  sauf  (comme  dans  le 
cas  des  administrations  de  pilotage)  lorsque  les 
biens  servent  a  un  element  du  Ministere  en  vue 
de  la  realisation  de  nos  objectifs  globaux. 
D'apres  le  paragraphe  9  de  la  circulaire  no 
1970-7  du  Conseil  du  tresor,  nous  nous  croyons 
pleinement  fondes  a  facturer  au  Fonds  renouve- 
lable des  aeroports  tous  les  services  de  l'Admi- 
nistration  des  transports  aeriens. 
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TAXE  DE  TRANSPORT  AERIEN 

C'est  le  libelle  du  credit  de  fonctionnement  et 
d'entretien  du  Programme  des  transports  ae- 
riens  qui  permet  l'attribution  au  Ministere  de 
la  taxe  de  transport  aerien  percue  en  applica- 
tion de  la  Loi  sur  la  taxe  d  'accise.  Cet  usage  ne 
repond  pas  aux  criteres  du  Conseil  du  tresor 
qui  regissent  les  modifications  legislatives  du 
Budget  des  depenses.  En  outre,  le  produit  de 
cette  taxe  ne  figure  pas  a  part  dans  le  budget 
du  Ministere. 

•  Le  Ministere  devrait  trouver  une  autre  facon 
d'obtenir  la  taxe  de  transport  aerien  de  facon 
a  bien  montrer  qu'une  taxe  particuliere  est 
mise  a  la  disposition  exclusive  du  Ministere. 

•  Le  Ministere  devrait  indiquer  a  part  dans  son 
budget  le  produit  de  la  taxe  de  transport 
aerien. 


COMMENTAIRES  DU  MINISTERE 


Nous  etudions  avec  le  ministere  des  Finances  la 
possibility  de  transferer  la  taxe  de  transport  ae- 
rien de  la  Loi  sur  la  taxe  d 'accise  a  la  Loi  sur 
l'aeronautique. 

Des  renseignements  detailles  sur  le  produit  de  la 
taxe  de  transport  aerien  figureront  a  l'avenir 
dans  le  budget.  Le  mode  de  presentation  des 
depenses  present  par  le  Conseil  du  tresor  a  re- 
gard des  fonds  renouvelables  ne  permet  pas  la 
ventilation  des  articles  de  revenus. 


FONDS  RENOUVELABLE  DES 
AEROPORTS 

•  Certains  grands  aeroports  internationaux  du 
Ministere  sont  finances  par  un  fonds  renouve- 
lable.  L 'evolution  de  la  conjoncture  economi- 
que,  combinee  au  cout  croissant  de  la  cons- 
truction des  aeroports  ainsi  qu'a  un  manque 
d'uniformite  pour  identifier  les  actifs,  les  ope- 
rations et  les  revenus  attribuables  au  Fonds,  a 
mis  en  doute  la  validite  de  ce  moyen  de  fi- 
nancement  des  aeroports. 

Le  Ministere  devrait  soit  supprimer  le  Fonds 
renouvelable,  soit  y  apporter  d'importantes 
modifications  de  fa9on  qu'il  devienne  une  en- 
treprise  viable,  equilibree  financierement.  Les 
principales  modifications  devraient  etre  les 
suivantes: 

1.  exclure  les  frais  et  operations  qui  ne  repre- 
sentent  pas  des  entreprises  viables  et  finan- 
cierement equilibrees  comme  les  ponts  d'ac- 
ces  a  l'aeroport  de  Vancouver,  l'aeroport  de 
Mirabel  et  celui  de  Pickering; 


Nous  evaluons  des  fa<jons  differentes  d 'exploiter 
le  Fonds  renouvelable  des  aeroports  pour  qu'il 
reste  une  entreprise  viable  et  equilibree 
financierement. 
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3. 


reviser  la  structure  des  tarifs  et  des  droits 
d 'utilisation  des  aeroports  dans  le  cadre  du 
Fonds  renouvelable  des  aeroports,  en  fonc- 
tion  du  niveau  actuel  des  prix  de  revient  et 
veiller  a  ce  que  ces  tarifs  et  droits  ne  soient 
pas  limites  par  Fetablissement  de  tarifs  na- 
tionaux  pour  d'autres  aeroports;  et 

produire  a  temps  les  etats  financiers  de  ges- 
tion  du  Fonds  renouvelable  des  aeroports. 


AVANCE  DE  FONDS  DE  ROULEMENT 
DES  MAGASINS 

Le  Ministere  a  une  avance  de  fonds  de  roule- 
ment  des  magasins  (plafond:  $13.5  millions) 
par  laquelle  il  finance  les  magasins  desservant 
ses  etablissements  divers  et  dissemines.  La 
comptabilite  de  ces  magasins  se  fait  par  le 
moyen  d'un  systeme  de  traitement  electroni- 
que  des  donnees  qui  ne  fournit  pas  les  infor- 
mations comptables  necessaires  au  controle 
quantitatif  et  financier. 

Le  Ministere  devrait  hater  la  mise  en  place 
d'un  meilleur  systeme  comptable  de  Favance 
de  fonds  de  roulement  des  magasins. 


CAISSE  DES  RECLAMATIONS  DE  LA 
POLLUTION  MARITIME 

La  Caisse  des  reclamations  de  la  pollution 
maritime  a  ete  etablie  recemment  pour  per- 
mettre  de  faire  face  aux  frais  des  cas  de  pollu- 
tion marine  qui  ne  peuvent  etre  recuperes  di- 
rectement  du  pollueur.  La  Caisse,  etablie  sans 
plafond  precis,  represente  maintenant  $27 
millions.  La  Loi  ne  donne  pas  au  Ministere  les 
pouvoirs  necessaires  pour  mettre  en  place  cer- 
taines  des  mesures  de  gestion  et  de  controle 
financiers  qui  seraient  indispensables  a  la 
bonne  administration  de  la  Caisse. 
•  Le  Ministere  devrait  proposer  la  modification 
de  la  loi  afin  de: 


a)  soumettre  la  Caisse  a  un  plafond,  compte 
non  tenu  des  interets  gagnes; 

b)  etablir  le  droit  de  la  Couronne  a  verifier  les 
registres  des  expediteurs;  et 


Les  travaux  menes  actuellement  en  vue  d'elabo- 
rer  un  plan  d'equilibre  financier  pour  1 'Admi- 
nistration des  transports  aeriens  permettront 
d 'etablir  une  structure  de  tarifs  et  de  droits  pro- 
pre  aux  aeroports  relevant  du  Fonds  renouvela- 
ble des  aeroports. 

Nous  nous  efforcerons  d'accelerer  la  production 
des  rapports  financiers  de  gestion  pour  le  Fonds 
renouvelable  des  aeroports. 


Nous  avons  ameliore  notre  systeme  comptable 
de  Favance  de  fonds  de  roulement  des  magasins, 
et  1 'appliquerons  a  tous  les  comptes  de  magasin 
d'icile  leravril  1976. 


Nous  sommes  en  voie  de  presenter  un  texte  le- 
gislatif  qui  etablira  le  droit  de  la  Couronne  a 
verifier  les  documents  des  expediteurs  et  permet- 
tra  au  gouverneur  en  conseil  de  determiner  les 
produits  petroliers  a  Fegard  desquels  les  expedi- 
teurs doivent  payer  des  primes.  II  n'est  pas  dans 
notre  intention  d 'etablir  un  plafond  applicable  a 
la  Caisse  du  fait  des  modifications  proposees  de 
celle-ci  qui  elargiront  la  protection  et  faciliteront 
les  demarches  des  demandeurs. 
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c)  clarifier  la  definition  des  cargaisons  de  «pe- 
trole»  sur  lesquelles  les  expediteurs  doivent 
payer  des  primes. 


Le  Ministere  devrait  terminer  au  plus  tot  le 
systeme  qui  lui  permettra  de  determiner  les 
paiements  cumulatifs  recus  des  expediteurs,  la 
validite  des  cautionnements  et  la  modification 
de  la  formule  de  declaration  des  produits 
expedies. 

Le  Ministere  devrait  envisager  la  possibility 
de  deduire  de  la  Caisse  le  montant  annuel  des 
frais  directs  d 'administration  qu'elle  entraine. 


COMMENTAIRES  DU  MINISTERE 

S'il  se  produisait  un  important  deversement  de 
petrole,  de  la  meme  ampleur  que  celui  qui  s'est 
produit  recemment  dans  la  mer  du  Japon  (dont 
le  cout  depasse  $100  millions  en  frais  et  recla- 
mations), on  comprendrait  peut-etre  que  la 
Caisse  est  tout  a  fait  insufnsante  au  niveau 
actuel. 
Le  systeme  est  maintenant  acheve. 


Un  comite  interministeriel  etudie  actuellement 
la  question  de  savoir  si  la  Caisse  devrait  absor- 
ber ses  frais  d 'administration.  Nous  prendrons 
serieusement  en  consideration  les  recommanda- 
tions  du  comite  lorsque  nous  demanderons  la 
modification  de  la  Loi  concernant  la  Caisse. 


VERIFICATION  ET  REVISION 
FINANCIERES  DU  MINISTERE 

La  direction  de  la  verification  et  de  la  revi- 
sion, qui  fait  partie  de  l'organisation  finan- 
ciere  du  bureau  principal  ne  dispose  pas  de 
suffisamment  de  personnel  pour  pouvoir  s'ac- 
quitter  efficacement  de  toutes  les  verifications 
et  revisions  necessaires  dans  un  Ministere  qui 
a  des  activites  aussi  diversifies  et  decentrali- 
sees  dans  les  divers  moyens  de  transport. 

La  direction  de  la  verification  et  de  la  revision 
devrait: 

1.  completer  ses  effectifs  des  que  possible; 

2.  s'efforcer  de  faire  participer  des  membres 
du  personnel  de  verification  interne  aux 
dossiers  des  equipes  d'examen  des 
operations; 

3.  achever  des  que  possible  son  manuel  de  ve- 
rification; et 


La  direction  de  la  verification  et  de  la  revision 
fait  de  gros  efforts  pour  completer  ses  effectifs. 

Si  jamais  nous  etendons  l'examen  des  operations 
a  Fensemble  du  Ministere,  nous  nous  efforcerons 
de  faire  appel  a  des  specialistes  de  verification 
financiere. 

Le  manuel  de  verification  revise  est  paru. 
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4.      etendre  le  champ  des  verifications. 


EXAMEN  DES  OPERATIONS 

L'examen  des  operations  effectue  a  l'Adminis- 
tration  des  transports  aeriens  est  le  seul  du 
genre  au  Ministere.  La  facon  dont  l'Adminis- 
tration  aerienne  effectue  ces  examens  et  en 
rend  compte  presente  certaines  lacunes. 
•  L 'Administration  des  transports  aeriens  de- 
vrait  envisager  la  possibility  d'affecter,  sur 
une  base  cyclique,  un  personnel  permanent  au 
service  d  'examen  des  operations. 


•  Les  lignes  directrices  touchant  l'examen  des 
operations  devraient  mentionner  la  necessite 
de  fixer  les  normes  reliees  a  1 'importance  des 
conclusions,  de  determiner  les  niveaux  admis 
de  rendement  operationnel,  de  prevoir  les  ex- 
poses des  economies  ou  augmentations  de 
cout  susceptibles  de  decouler  des  conclusions 
et  de  stipuler  que  les  recommandations  doi- 
vent  entrer  dans  les  comptes  rendus. 

PRESENTATION  DU  BUDGET  DES 
DEPENSES 

Le  Programme  du  transport  maritime  est  pas- 
se de  17  activites  en  1970-1971  a  4  activates 
actuellement,  ce  qui  entraine  une  perte  sensi- 
ble d 'information  pour  le  Parlement.  De  me- 
me,  les  travaux  d'equipement  mentionnes 
dans  le  Budget  des  depenses  du  Programme 
ne  donnent  pas  de  renseignements  suffisants. 

•  Le  Ministere  devrait  envisager  la  possibility 
de  modifier  la  structure  des  activites  relevant 
du  Programme  du  transport  maritime  afin  de 
donner  plus  d 'indications  sur  les  operations 
reellement  effectuees. 

•  L 'enumeration  des  grands  travaux  d'equipe- 
ment qui  figure  dans  le  Budget  des  depenses 
de  chaque  annee  devrait  decrire  avec  plus  de 
precision  les  installations  a  construire  ou  a 
acquerir. 


COMMENTAIRES  DU  MINISTERE 

La  direction  a  pour  objectif,  au  titre  de  son  pro- 
gramme de  verification,  d'etudier  annuellement 
toutes  les  fonctions  d 'administration  financiere 
du  Ministere.  Elle  essaie  d'effectuer  ses  verifica- 
tions de  facon  aussi  frequente  et  opportune  que 
possible. 


L 'Administration  juge  que  la  formule  actuelle, 
qui  consiste  a  utiliser  des  personnes  detachees 
plutot  qu'un  personnel  a  plein  temps,  est  prefe- 
rable du  fait  qu'elle  permet  a  des  fonctionnaires 
tres  competents  dans  leur  domaine  particulier  de 
recevoir  une  formation  et  d'elargir  leurs  hori- 
zons tout  en  continuant  a  participer  au  fonction- 
nement  proprement  dit. 

La  principale  fonction  de  l'examen  des  opera- 
tions a  1 'Administration  des  transports  aeriens 
est,  a  notre  avis,  de  detecter  les  problemes.  Les 
politiques,  normes  et  methodes  etablies  dans 
chaque  domaine  fonctionnel  servent  de  base  a 
l'examen  des  operations,  et  il  incombe  aux  ges- 
tionnaires  des  activites  etudiees  de  prendre  des 
mesures  de  correction  ainsi  que  de  veiller  a  leur 
application. 


Nous  etudions  actuellement  la  structure  des  acti- 
vites relevant  du  Programme  en  question  afin  de 
la  modifier  et  de  l'affiner. 


Nous  ferons  tout  notre  possible  pour  rendre  plus 
descriptifs  et  plus  revelateurs  les  intitules  des 
grands  travaux  d'equipement  figurant  dans  le 
Budget  des  depenses. 


328 


OBSERVATIONS  ET 
RECOMMANDATIONS 

GARDE  COTIERE  CANADIENNE 

L'expression  «Garde  cotiere  canadienne» 
date  de  1962;  cependant,  le  Parlement  n'a 
adopte  aucun  texte  legislatif  qui  aurait  donne 
a  la  Garde  cotiere  un  mandat  officiel,  defini 
ses  objectifs  ou  regularise  son  organisation.  La 
Garde  cotiere  n'est  pas  mentionnee  dans  les 
Comptes  publics,  et  le  cout  prevu  de  son  fonc- 
tionnement  n'apparait  pas  dans  le  Budget  des 
depenses  presente  au  Parlement. 

Le  Ministere  devrait  s'efforcer  de  definir  of- 
ficiellement  les  operations  de  la  Garde  cotiere 
canadienne,  de  determiner  son  role  et  d'eta- 
blir  ses  objectifs  de  fac,on  qu  'on  puisse  mettre 
en  place  des  normes  uniformes  d 'activite  et  de 
rapport. 

Les  operations  de  la  flotte  de  la  Garde  cotiere 
devraient  etre  presentees  comme  une  activite 
de  l'Administration  du  transport  maritime  et 
figurer  dans  le  Budget  des  depenses  ainsi  que 
les  Comptes  publics  de  fa<jon  a  rendre  compte 
convenablement  de  cette  importante  activite 
du  Ministere. 


COMMENTAIRES  DU  MINISTERE 


Les  Services  maritimes  ont  ete  rebaptises  Garde 
cotiere  canadienne,  et  ce  qui  constituait  aupara- 
vant  la  Garde  cotiere  constitue  maintenant  la 
flotte  de  la  garde  cotiere.  Cette  flotte  est  une 
entite  distincte  qui  apporte  son  concours  aux 
diverses  activites  de  l'Administration  du  trans- 
port maritime;  a  ce  titre,  son  cout  est  imputable 
aux  activites  auxquelles  elle  apporte  son  soutien. 
Nous  etudions  la  possibility  de  mieux  faire  ap- 
paraitre  le  cout  de  l'exploitation  de  la  flotte  tant 
dans  le  Budget  des  depenses  que  dans  les  Comp- 
tes publics. 


RAPPORTS  FINANCIERS 

Les  agents  organiques  et  financiers  effectuent 
actuellement  une  analyse  des  ecarts  qui  per- 
met  de  comparer  les  resultats  financiers  reels 
aux  informations  budgetaires.  Toutefois,  les 
gestionnaires  des  centres  de  responsabilite  ne 
s'acquittent  pas,  en  general,  de  leur  responsa- 
bilite ultime,  a  savoir  expliquer  les  ecarts  et  les 
mcsures  de  correction  prises  au  besoin. 

Les  gestionnaires  des  centres  de  responsabilite 
devraient  jouer  un  role  plus  actif  dans  1 'expli- 
cation des  ecarts  budgetaires  et  la  prise  des 
mesures  de  correction  necessaires. 


Nous  prendrons  des  mesures  afin  d'obtenir  une 
plus  grande  participation  des  gestionnaires  des 
centres  de  responsabilite  a  l'explication  des 
ecarts  budgetaires  et  la  prise  de  mesures  de 
correction. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

LIENS  ENTRE  LES  FONCTIONS 
FINANCIERES  ET  LES  FONCTIONS 
COMPTABLES 

•  Les  attributions  du  directeur  de  la  direction 
des  services  financiers  et  administrates  com- 
ponent de  lourdes  responsabilites  qui  ne  se 
rattachent  pas  directement  a  son  role  de  fonc- 
tionnaire  superieur  des  finances. 

Etant  donne  1  'effectif  actuel  de  la  division  des 
services  financiers,  le  fonctionnaire  superieur 
des  finances  devrait  consacrer  une  plus  grande 
partie  de  son  temps  a  la  surveillance  du  travail 
quotidien  portant  sur  les  systemes  et  les  rap- 
ports de  gestion. 

•  Les  agents  d 'administration  devraient,  pour 
toute  question  financiere,  relever  du  fonction- 
naire superieur  des  finances,  et  la  nature  de 
leurs  taches  financieres  devrait  etre  rehaussee. 

LA  DOTATION  EN  PERSONNEL  DES 
SERVICES  FINANCIERS 

•  On  devrait  essayer  d'obtenir  de  l'aide  de  la 
division  de  la  reforme  administrative  pour  ve- 
nir  a  bout  des  problemes  de  penurie  de  per- 
sonnel au  sein  de  la  division  des  services 
financiers. 

DELEGATION  DE  POUVOIRS 
FINANCIERS  EN  VERTU  DE  LA  LOI  SUR 
L'ADMINISTRATION  FINANCIERE 

•  On  devrait  se  procurer  de  nouveaux  docu- 
ments d  'autorisation  des  que  les  changements 
dans  l'organisation  les  justifient  ou  que  le  do- 
cument existant  exige  une  modification.  Ces 
documents  devraient  s'inspirer  du  principe 
que  les  pouvoirs,  une  fois  delegues,  ne  peuvent 
etre  delegues  de  nouveau. 


COMMENTAIRES  DU  MINISTERE 


D 'accord. 


On  reexamine  en  ce  moment  l'organisation  dans 
son  ensemble  et  l'on  tiendra  compte  de  cette 
recommandation. 


On  utilisera  ce  capital  humain  pour  attenuer  la 
penurie  de  personnel  affecte  a  1 'elaboration  des 
systemes. 


D 'accord. 
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•  Le  personnel  de  direction  (les  directeurs,  les 
chefs  de  division  et  les  agents  d 'administra- 
tion) devrait  etre  bien  conscient  de  l'impor- 
tance  de  la  delegation  de  pouvoirs  aussi  bien 
que  des  exigences  de  la  Loi  sur  l'administra- 
tion  financiere  et  du  Guide  d 'administration 
financiere.  Ceci  pourrait  se  faire  a  1  'aide  d  'une 
serie,  bien  preparee,  de  conferences  de  forma- 
tion traitant,  en  profondeur,  le  sujet. 

•  Le  nouveau  systeme  de  delegation  de  pouvoirs 
ne  s'appuie  pas  sur  des  cartes  de  specimen  de 
signature  et  ne  tient  pas  compte  des  autorisa- 
tions  d 'engagement  prescrites  a  l'article  25  de 
la  Loi  sur  ladministration  financiere. 

Les  responsables  de  la  division  des  services 
financiers  devraient  s'empresser  de  concevoir 
et  d'appliquer  des  methodes  pour  remedier 
aux  insuffisances  de  la  delegation  des  pouvoirs 
financiers. 

POLITIQUES  ET  METHODES  DE 
CONTROLE  DES  DEPENSES 

•  On  devrait  etudier  les  methodes  de  confronta- 
tion des  documents  et  les  methodes  de  verifi- 
cation que  suivent  les  commis  du  service  de  la 
gestion  du  materiel  et  de  la  division  des  ser- 
vices financiers,  en  vue  d'eliminer  le  double 
emploi  des  fonctions  tout  en  maintenant  le 
partage  des  taches  entre  la  verification  des 
comptes  et  les  achats. 

•  Dans  certains  cas,  il  est  arrive  que  les  direc- 
teurs dont  les  budgets  sont  touches  n'aient  pas 
ete  informes  par  la  direction  des  relations  pu- 
bliques  du  fait  que  les  frais  de  publicite  et 
d 'impression  des  publications  depassaient  lar- 
gement  les  previsions. 

La  direction  des  relations  publiques  devrait 
informer  les  directeurs  lorsque  les  frais  de  pu- 
blicite et  d 'impression  sont  susceptibles  de  de- 
passer  les  montants  initialement  approuves. 


COMMENTAIRES  DU  MINISTERE 

Les  services  financiers,  tout  en  mettant  au  point 
leurs  fichiers  de  signature,  examinent,  de  concert 
avec  le  personnel  de  direction,  l'importance  de 
la  delegation  de  pouvoirs.  Pour  ce  qui  est  des 
besoins  en  formation  de  tous  les  agents  d 'admi- 
nistration de  la  direction,  on  se  rend  compte 
qu'une  vision  coordonnee  fait  defaut  au  Minis- 
tere. Nous  reexaminerons  la  question  sous  peu  a 
la  lumiere  des  priorites  du  Ministere  au  chapitre 
de  la  formation. 


Nous   sommes   d 'accord   et   la   chose   se    fait 
presentement. 


On  etudiera  les  methodes  d  'ici  peu  de  temps. 


Les  premieres  previsions  budgetaires,  celles  qui 
sont  faites  au  debut  d'un  projet  (c'est-a-dire 
avant  la  redaction  du  manuscrit  ou  la  cueillette 
des  renseignements  pertinents)  sont  parfois 
inexactes  et  les  frais,  du  projet  complete,  peu- 
vent,  a  1 'occasion,  depasser  le  montant  prevu. 
Neanmoins,  la  direction  des  relations  publiques 
a  invariablement  essaye  d'obtenir  l'approbation 
du  client  (la  direction)  pour  les  couts  definitifs 
(etablis  par  le  ministere  des  Approvisionne- 
ments  et  Services  ou  par  l'agence  de  publicite) 
avant  de  commencer  le  projet.  Cette  faqon  de 
proceder  a  ete  incorporee  a  la  directive  sur  les 
engagements. 
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•  C'est  la  direction  des  relations  publiques  qui 
s'occupe  de  l'aspect  financier  des  marches  de 
publicite  et  d 'impression. 

Les  methodes  a  suivre  pour  les  contrats  de 
publicite  et  d 'impression,  les  demarches  au- 
pres  du  fournisseur,  l'adjudication  des  con- 
trats et  les  questions  relatives  a  la  livraison  et 
a  la  facturation  devraient  etre  transferees  a  la 
section  de  la  gestion  du  materiel  qui  releve  de 
la  division  des  services  financiers.  Les  ques- 
tions d'ordre  technique,  quand  il  s'agit  de 
mettre  la  derniere  main  aux  contrats,  de- 
vraient demeurer  la  responsabilite  de  la  direc- 
tion des  relations  publiques. 

CONTROLE  DES  REVENUS  ET  DES 
COMPTES  A  RECEVOIR 

•  Les  provinces  versent  des  indemnites  aux 
fonctionnaires  federaux  en  vertu  de  la  Loi  sur 
l'indemnisation  des  employes  de  l'Etat.  Les 
provinces  recouvrent  ces  versements  et  les 
frais  administratifs  qu'ils  entrainent  du  mi- 
nistere du  Travail.  Le  ministere  du  Travail 
n 'impute  pas  aux  divers  ministeres  les  indem- 
nites versees  a  leurs  employes. 

Le  Ministere  devrait  prelever,  en  autant  que 
faire  se  peut,  la  quote-part  reelle  qu'il  a  versee 
en  indemnites  pour  le  compte  des  autres 
ministeres. 


COMMENTAIRES  DU  MINISTERE 


On  devrait  etudier  la  possibility  de  prelever 
sur  toutes  les  societes  de  la  Couronne  un  cer- 
tain pourcentage  du  total  de  la  paie,  en  vue 
d'eliminer  les  longs  retards  qu'entraine  la 
cueillette  des  renseignements  necessaires  a  la 
facturation  des  indemnites  reelles  versees  en 
vertu  de  la  Loi  sur  l'indemnisation  des  em- 
ployes de  1  'Etat. 


Nous  etudierons  cette  recommandation  a  la  lu- 
miere  de  la  revision  organique  du  Ministere. 


Cette  solution  a  ete  envisagee  de  temps  a  autre 
mais  on  ne  l'a  pas  trouvee  realisable.  Outre  que 
les  frais  soient  de  nature  imprevisible  et  tres 
largement  variables,  la  repartition  geographique 
et  professionnelle  du  personnel,  de  meme  que  le 
risque  inherent  a  chaque  ministere  et  l'ecart 
considerable  des  avantages  monetaires  entre  les 
diverses  regions  du  pays,  se  conjuguent  pour 
rendre  ces  prelevements  tres  difficiles.  Si  Ton 
considere  tous  les  registres  detailles  qu'il  fau- 
drait  tenir,  les  etats  de  debours  qu'il  faudrait 
etablir,  et  quoi  d  'autre  encore,  ce  serait  une  ope- 
ration assez  coiiteuse  sans  avantage  apparent. 
La  chose  peut  se  faire,  que  la  recommandation 
qui  precede  soit  ou  non  retenue,  car  elles  ne  sont 
que  quelques-unes  et  elles  peuvent  etre  facile- 
ment  assimilees  aux  entreprises  qui  sont  directe- 
ment  assujetties  aux  lois  provinciales  connexes. 
Soit  que  Ton  choisisse  la  methode  du  «preleve- 
ment»  ou  celle  du  «recouvrement»  il  ne  semble 
pas  y  avoir  d  'avantage  particulier  entre  les  deux. 
Les  deux  methodes  sont  d'ailleurs  en  usage  dans 
les  provinces  et  les  organismes  ont,  du  reste,  jus- 
qu'ici,  pu  choisir  celle  qu'ils  preferaient,  bien 
que  le  Ministere,  pour  sa  part,  favorise  la  metho- 
de du  prelevement. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

•  De  facon  analogue,  le  Ministere  devrait  exa- 
miner la  possibility  de  modifier  ses  tarifs  de 
prelevements  pour  assurer  le  recouvrement 
des  couts  qu'il  a  lui-meme  du  engager  et  qu'il 
peut  attribuer  directement  a  l'application  de 
la  Loi  sur  l'indemnisation  des  employes  de 
l'Etat. 


•  II  conviendrait  de  prendre  des  mesures  pour 
eliminer  le  double  emploi  qui  resulte  de  la 
tenue  d'un  registre  de  revenus  pour  les  prele- 
vements sur  les  societes  de  la  Couronne. 

•  Un  classement  chronologique  des  sommes  a 
recevoir  des  societes  de  la  Couronne  devrait 
etre  etabli  periodiquement,  dont  un  exemplai- 
re  serait  adresse  au  directeur  de  la  direction  de 
prevention  des  accidents  et  indemnisation  et 
un  autre  a  la  division  des  services  financiers 
pour  en  assurer  la  perception  en  temps  voulu. 
Un  total  devrait  etre  conserve  pour  chacune 
des  societes  de  la  Couronne. 

•  Les  revenus  devraient  etre  inscrits,  au  systeme 
comptable  principal  du  Ministere,  au  moment 
de  la  facturation  et  non  au  moment  de  la 
perception. 

PRESENTATION  DU  BUDGET  DES 
DEPENSES 

•  Le  budget  principal  des  depenses  indique  le 
montant  net  des  indemnites  prevues  par  la  loi 
et  versees  aux  fonctionnaires  federaux,  apres 
deduction  des  recouvrements  obtenus  par  pre- 
levements sur  certaines  societes  de  la 
Couronne. 

Le  Ministere  devrait  examiner  si  la  presenta- 
tion actuelle  de  son  budget  des  depenses  est 
appropriee  et  discuter  avec  le  Conseil  du  tre- 
sor  des  modifications  a  y  apporter  pour  qu'on 
puisse  y  mentionner  les  montants  bruts  a 
payer  pour  satisfaire  aux  exigences  de  la  Loi 
sur  l'indemnisation  des  employes  de  l'Etat. 


COMMENTAIRES  DU  MINISTERE 

Actuellement,  les  tarifs  de  prelevements  font 
sans  cesse  l'objet  d'un  nouvel  examen.  Ces  tarifs 
incluent  ( 1 )  le  cout  des  indemnites  payees;  (2) 
les  frais  d 'administration  imposes  par  la  Com- 
mission des  accidents  du  travail;  et  (3)  les  provi- 
sions pour  les  pensions.  Le  cout  moyen  pour  la 
division  est  d 'environ  $7  par  reclamation  par 
annee.  On  tiendra  compte,  cependant,  du  recou- 
vrement de  l'ensemble  des  couts. 
II  est  possible  d'abandonner  ce  registre  de  reve- 
nus maintenant  que  le  M.A.S.  produit  des  etats 
satisfaisants. 

Ce  sujet  exige  un  examen  plus  approfondi,  mais 
en  principe,  nous  sommes  d 'accord. 


D 'accord. 


Rien  ne  s 'oppose  a  ce  qu'on  mentionne  les  mon- 
tants bruts  plutot  que  les  montants  nets,  vu  que, 
de  toute  facon,  il  faut  d'abord  calculer  les  pre- 
miers. Cependant,  par  suite  des  fluctuations  an- 
nuelles  des  montants,  il  serait  necessaire  dans  ce 
cas  d'ajouter  des  explications. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

CONTROLE  DES  BIENS  MOBILIERS 

•  Le  Ministere  devrait  preparer  une  directive  a 
l'intention  de  tout  le  personnel  des  directions, 
l'incitant  a  reviser  de  fa<jon  periodique  (c'est- 
a-dire  trimestriellement)  l'utilisation  de  leurs 
biens  mobiliers  et  a  retourner  tout  surplus  au 
local  central.  Le  personnel  de  la  gestion  du 
materiel  devrait  examiner,  avec  les  chefs  de 
direction,  1  'usage  de  ces  biens. 

•  La  politique  du  Ministere  est  de  faire  le  de- 
nombrement  des  biens  mobiliers  sur  un  cycle 
de  trois  ans.  On  n'a  fait  aucun  denombrement 
au  cours  de  l'annee  derniere.  II  conviendrait 
de  recommencer  le  denombrement  materiel 
des  biens  mobiliers. 

•  Des  qu'on  s'aperc/rit  que  des  biens  mobiliers 
manquent,  on  devrait  porter  ce  fait  a  la  con- 
naissance  du  sous-ministre  ainsi  que  la  de- 
mande  d 'approbation  pour  la  radiation  des 
comptes  de  ceux-ci. 

VERIFICATION  INTERNE 

•  On  devrait  prendre  des  mesures  pour  prevoir 
annuellement  une  verification  financiere  in- 
terne utilisant  une  methode  de  rotation  qui 
s'etendrait  a  tous  les  systemes,  par  exemple  a 
tous  les  trois  ans,  et  qui  permettrait  une  etude 
en  profondeur  de  tous  les  secteurs. 

•  La  fonction  de  la  verification  interne  et  celle 
de  1'evaluation  des  programmes  devraient  re- 
lever  d'un  cadre  superieur  autre  que  le  fonc- 
tionnaire  superieur  des  finances. 

•  Le  Ministere  devrait  faire  appel  au  bureau  des 
services  de  verification  plutot  que  d'etablir  un 
groupe  interne,  du  moins  d'ici  a  ce  qu'on  ait 
pu  acquerir  une  certaine  experience  des  exi- 
gences necessaires  pour  realiser  une  verifica- 
tion efficace.  Cette  fa^on  de  proceder  serait 
egalement  moins  couteuse. 

METHODES  D'ETABLISSEMENT  DES 
PREVISIONS  DE  PROGRAMME 

•  On  ne  discute  pas  la  soumission  des  previsions 
annuelles  de  programme  lors  des  reunions  du 
comite  de  la  haute  direction;  la  responsabilite 
de  la  ratifier  releve  du  directeur  de  la  direction 
des  services  financiers  et  administratifs. 


COMMENTAIRES  DU  MINISTERE 


D  'accord. 


D  'accord. 


D 'accord. 


Nous  etudions  ces  propositions  a  la  lumiere  de 
la  revision  organique.  II  convient  de  souligner, 
cependant,  que  les  services  qui  ont  ete  fournis 
jusqu'ici  a  notre  Ministere  par  le  bureau  des 
services  de  verification  pourraient  etre 
ameliores. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

II  conviendrait  que  le  comite  de  la  haute  di- 
rection s'occupe  plus  activement  des  presenta- 
tions de  previsions  de  programme  et  consacre 
plus  de  temps  a  cette  question  au  cours  de  ses 
reunions. 

•  On  ne  fournit  pas  au  directeur  de  la  direction 
des  services  financiers  et  administratifs  assez 
de  renseignements  sur  l'ordre  d 'importance  et 
le  niveau  des  depenses  pour  lui  permettre  de 
preparer,  comme  il  est  tenu  de  le  faire,  les 
previsions  de  programme  que  Ton  presente  au 
Conseil  du  tresor. 

II  conviendrait  que  l'ordre  d 'importance  et  le 
niveau  des  depenses  soient  determines  par  les 
cadres  superieurs,  qu'ils  soient  decrits  dans  les 
proces-verbaux  des  reunions  et  qu'on  les  an- 
nonce  avant  que  les  directions  soient  tenues  de 
commencer  a  dresser  leur  budget. 

METHODES  D'ETABLISSEMENT  DU 
BUDGET  PRINCIPAL  DES  DEPENSES 

•  II  faudrait  que  le  personnel  du  Ministere  re- 
mette  a  jour  les  soumissions  qui  doivent  etre 
presentees  au  Parlement  aux  fins  du  budget 
principal  des  depenses,  afin  de  tenir  compte 
des  changements  survenus  dans  les  projets  de- 
puis  la  preparation  des  previsions  de  pro- 
gramme, et  pour  que  les  montants  indiques 
dans  le  budget  principal  des  depenses  concor- 
dent  avec  les  budgets  des  divers  centres  de 
responsabilite. 

•  Les  montants  inscrits  au  chapitre  des  salaires 
a  verser,  dans  le  budget  principal  des  depen- 
ses, sont  fondes  sur  le  nombre  d'annees-hom- 
mes  autorisees.  Une  partie  de  ces  montants 
sera  utilisee  par  le  personnel  actuellement  en 
place  alors  qu'une  autre  partie  sera  consacree 
a  l'embauche  d 'employes  occasionnels. 

On  devrait  revoir  les  pratiques  du  Ministere 
en  ce  qui  concerne  l'embauche  de  main- 
d'oeuvre  occasionnelle  et  les  problemes  que 
represente  l'embauche  d 'employes  perma- 
nents  supplementaires,  afin  de  s 'assurer  que 
les  gestionnaires  ne  font  pas  appel  a  des  em- 
ployes occasionnels  pour  satisfaire  a  des  be- 
soins  en  personnel  qui  devraient  etre  combles 
par  des  employes  permanents. 


COMMENTAIRES  DU  MINISTERE 

Les  attributions  du  groupe  de  la  haute  direction 
font  actuellement  l'objet  d'une  etude,  mais  nous 
sommes  d 'accord  avec  le  principe  de  cette 
recommandation. 


II  faudra  attendre  les  conclusions  de  1 'etude  dont 
l'organisation  fait  actuellement  l'objet,  mais 
nous  sommes  d 'accord  avec  le  principe  de  la 
recommandation. 


D 'accord.  Nous  mettrons  au  point  des  methodes 
qui  permettent  de  tenir  compte  des  changements 


a  venir. 


Les  pratiques  du  Ministere  dans  ce  domaine 
sont  constamment  revisees  en  vue  de  reduire  au 
minimum  le  recours  aux  services  d 'employes  oc- 
casionnels. Les  personnes  embauchees  pour  rem- 
placer  les  employes  nommes  a  titre  conditionnel 
(unilingues  qui  doivent  suivre  des  cours  de  lan- 
gue)  representent  une  part  importante  de  la 
main-d'oeuvre  occasionnelle. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

•  Lorsque  les  budgets  d 'exploitation  internes 
sont  prepares  a  partir  du  budget  principal  des 
depenses,  chaque  direction  devrait  recevoir 
une  somme  qui  ne  depasse  pas  les  depenses 
envisagees  pour  l'annee.  Le  sous-ministre  et 
son  fonctionnaire  superieur  des  finances  de- 
vraient  considerer  separement  les  cas  even- 
tuels  ou  une  direction  demanderait  des  fonds 
supplementaires. 

METHODES  DE  CONTROLE  INTERNE  DU 
BUDGET 

•  II  conviendrait  d 'informer  le  comite  de  la 
haute  direction  des  constatations  faites  par  le 
fonctionnaire  superieur  des  finances  lors  du 
controle  des  depenses  du  Ministere  ainsi  que 
ses  conclusions,  et  de  distribuer  par  la  suite 
aux  directeurs  des  rapports  ecrits  ainsi  que  les 
decisions  prises  par  le  comite  de  la  haute 
direction. 

•  Les  directeurs  devraient  etre  informes  brieve- 
ment  une  ou  deux  fois  par  annee  de  1 'usage 
des  budgets  et  des  rapports  financiers  etablis  a 
leur  intention.  lis  deviendraient  alors  aptes  a 
fournir  au  personnel  de  la  division  des  ser- 
vices financiers  des  renseignements  qui  per- 
mettraient  d  'ameliorer  ces  rapports. 

•  Des  mesures  d 'unite  de  production  ou  de  tra- 
vail realise  devraient  etre  identifies  et  ratta- 
chees  aux  debours  correspondants.  On  en  a 
deja  determine  un  certain  nombre  aux  fins  du 
programme  des  normes  de  l'emploi.  II  fau- 
drait  planifier  afin  que  des  l'annee  prochaine 
on  soit  en  mesure  d  'effectuer  un  meilleur  con- 
trole budgetaire  des  depenses  au  fur  et  a  me- 
sure de  la  rentree  des  donnees  reelles. 

•  Les  agents  d 'administration  des  diverses  di- 
rections ne  sont  pas  aptes  a  analyser  les  rap- 
ports financiers  et  a  effectuer  l'analyse  des 
ecarts  pour  le  compte  des  gestionnaires 
d  'exploitation. 

II  y  aurait  lieu  de  bien  enseigner  aux  agents 
d 'administration  la  facon  d 'analyser  les  rap- 
ports financiers  et  de  comparer  les  depenses 
reelles  aux  depenses  prevues. 


COMMENTAIRES  DU  MINISTERE 

A  compter  de  la  presente  annee  financiere,  les 
budgets  d 'exploitation  des  directions  refletent 
les  engagements  qui  ont  ete  pris  ou  qui  sont 
susceptibles  de  l'etre. 


Le  role  de  ce  comite  est  actuellement  a  l'etude, 
mais  nous  convenons  du  principe  de  la 
recommandation. 


Recommandation    acceptee   et   deja    mise   en 
pratique. 


Sous  reserve  des  propositions  rattachees  a  la 
reorganisation. 


Recommandation  acceptee  et  deja  mise  en  prati- 
que. (Voir  egalement  le  commentaire  du  Minis- 
tere au  sujet  de  la  seconde  recommandation  inti- 
tulee:  « Delegation  de  pouvoirs  financiers  en  ver- 
tu  de  la  Loi  sur  l'administration  financiere. ») 
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RECOMMANDATIONS 

PREVISIONS  DE  CAISSE  ET  CONTROLE 
DES  ENGAGEMENTS 

•  II  conviendrait  d'etablir  et  d'instituer  un  sys- 
teme de  rapports  sur  le  controle  des  engage- 
ments en  utilisant  des  comptes  d'ordre,  et  de 
considerer  quels  genres  de  depenses  devraient 
etre  inclus  dans  un  tel  systeme. 

•  II  serait  bon  que  les  agents  d 'administration 
fournissent  a  la  division  des  services  financiers 
des  donnees  sur  les  engagements  en  cours  et 
qu'ils  collaborent  avec  elle  a  la  remise  a  jour 
mensuelle  des  registres. 

•  II  conviendrait  que  les  rapports  destines  aux 
directeurs  soient  concus  comme  des  prolonge- 
ments  aux  rapports  mensuels  de  ceux-ci  sur  les 
depenses,  a  la  lumiere  du  principe  voulant  que 
la  comptabilite  des  engagements  vise  avant 
tout  au  controle  de  1  'encaisse. 

RAPPORTS  FINANCIERS 

•  Les  membres  du  personnel  financier  devraient 
se  reunir  avec  des  representants  du  ministere 
des  Approvisionnements  et  Services  afin  d'e- 
valuer  les  capacites  du  M.A.S.  a  produire  des 
rapports  de  gestion  exiges  par  le  Ministere,  et 
de  determiner  de  facon  precise  la  possibility 
de  reduire  les  couts  occasionnes  par  l'etablis- 
sement  et  le  fonctionnement  du  nouveau  sys- 
teme interne  en  tirant  meilleur  profit  du  syste- 
me du  M.A.S.  Les  analyses  effectuees  et  les 
conclusions  tirees  de  cette  etude  devraient  etre 
decrites. 

•  La  plupart  des  comptes  rendus  etablis  par  le 
systeme  de  rapports  des  couts  du  Ministere  ne 
sont  pas  utilises  par  le  personnel  des  direc- 
tions, ni  meme  par  les  directeurs. 

II  faudrait  modifier  la  composition,  la  presen- 
tation et  le  volume  de  tous  les  comptes  rendus 
produits  par  le  systeme  de  rapports  des  couts 
afin  que  les  rapports  mensuels  soient  utiles  a 
tous  les  gestionnaires  de  1  'exploitation. 

•  II  y  aurait  lieu  d'apprendre  au  personnel  de 
gestion,  au  cours  de  seances  periodiques,  a 
tirer  meilleur  profit  des  rapports  de  gestion. 

•  Les  couts  en  salaires,  aux  fins  du  systeme  de 
rapports  des  couts,  sont  fondes  sur  des  salaires 
moyens,  et  ils  sont  generalement  inferieurs 
aux  salaires  reels  payes. 


COMMENTAIRES  DU  MINISTERE 


On  a  emis,  a  l'egard  des  engagements,  une  poli- 
tique qui  exige  la  tenue  de  registres  pour  tous  les 
engagements.  Cette  politique  exige  la  prepara- 
tion de  rapports  mensuels  sur  les  depenses  et  les 
engagements  a  1  'intention  des  directeurs  et  de  la 
haute  direction. 
Cette  politique  a  ete  mise  en  oeuvre. 


Cette  politique  a  ete  mise  en  oeuvre. 


Une  etude  du  genre  propose  est  maintenant  en 
cours. 


Une  etude  est  en  cours,  et  certains  changements 
ont  deja  ete  effectues. 


D 'accord. 
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RECOMMANDATIONS 

II  conviendrait  que  les  agents  financiers  entre- 
prennent  immediatement  d 'analyser  les  dif- 
ferences qui  ont  existees  par  le  passe  pour  les 
depenses  de  salaires  afin  qu'on  puisse  modi- 
fier le  systeme  pour  en  accroitre  la  precision  et 
pour  faire  en  sorte  que  les  gestionnaires  soient 
renseignes  sur  les  couts  de  toutes  les  ressources 
qu'ils  utilisent. 

Le  fonctionnaire  superieur  des  finances  ainsi 
que  le  chef  de  sa  division  devraient  demander 
periodiquement  une  copie  de  toutes  les  conci- 
liations mensuelles  pour  s 'assurer  que  celles-ci 
sont  etablies  de  facon  reguliere  et  que  les  er- 
reurs  sont  corrigees. 

II  existe  deux  dossiers  similaires  de  donnees 
sur  les  salaires,  l'un  relevant  du  systeme  de 
rapports  des  couts  et  un  autre  tenu 
manuellement. 

II  y  aurait  avantage  a  delaisser  le  systeme  ma- 
nuel.  Le  temps  consacre  a  sa  tenue  par  un 
commis  pourrait  etre  utilise  a  d  'autres  fins. 
II  conviendrait  d'etablir  et  d'instituer,  aux  fins 
du  systeme  ministeriel  et  de  celui  du  M.A.S., 
des  donnees  d 'entree  communes  concernant 
les  operations. 

Les  rapports  de  gestion  emanant  du  systeme 
ministeriel  sont  souvent  recus  plus  d'un  mois 
apres  la  fin  du  mois  en  cause. 

II  y  aurait  lieu  de  decrire  les  mesures  prises 
pour  corriger  les  problemes  qu'engendre  la 
preparation  des  etats,  et  pour  les  produire  plus 
rapidement.  Le  chef  de  la  division  des  services 
financiers  ainsi  que  le  fonctionnaire  superieur 
des  finances  devraient  periodiquement  reviser 
ces  mesures. 


COMMENTAIRES  DU  MINISTERE 


On  a  entrepris  une  etude  du  genre  propose. 


On  a  egalement  applique  cette  recommandation. 


Nous  revoyons  1  'utilite  de  cette  information. 


Nous  allons  considerer  cette  recommandation 
avec  les  representants  du  M.A.S. 


Nous  acceptons  cette  recommandation  et  nous  la 
mettons  en  pratique. 
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MINISTERE  DES  TRAVAUX  PUBLICS 


Observations  et  recommandations  en  date  du  mois  de  mai  1975 
Commentaires  du  Ministere  en  date  du  mois  de  juillet  1975 


OBSERVATIONS  ET 
RECOMMANDATIONS 

ORGANISATION 

•  II  conviendrait  que  la  fonction  financiere  par- 
ticipe  activement  a  l'elaboration  des  systemes 
de  production  de  donnees  financieres  qui  rele- 
vent  d'autres  fonctions,  et  qu'elle  soit  entiere- 
ment  responsable  de  leur  controle  interne. 


DOTATION  EN  PERSONNEL  DES 
SERVICES  FINANCIERS 

•  Les  ressources  en  personnel  financier  ne  re- 
presented pas  les  ressources  adequates  pour 
repondre  aux  besoins  croissants  d  'un  ministe- 
re aussi  important  et  complexe  que  celui  des 
Travaux  publics.  II  y  aurait  lieu  d'entrepren- 
dre  une  etude  d 'ensemble  sur  les  besoins  ac- 
tuels  et  futurs  en  efFectifs  par  rapport  aux  pre- 
sentes  ressources,  en  vue  de  planifier  la  forma- 
tion et  le  recrutement  pour  rencontrer  ['aug- 
mentation necessaire  du  nombre  et  de  la  qua- 
lite  du  personnel  financier. 

•  II  y  aurait  avantage  a  revoir  et,  au  besoin,  a 
renegocier  avec  le  Conseil  du  tresor  le  classe- 
ment  des  agents  financiers,  en  comparant 
leurs  attributions  avec  celles  d 'employes  occu- 
pant des  postes  similaires  dans  d'autres 
ministeres. 

•  II  conviendrait  d'instituer  un  systeme  qui  ga- 
rantirait  que  chaque  agent  financier  fasse 
1'objet  d'une  evaluation  au  moins  une  fois  par 
annee,  conformement  aux  directives  du  Mi- 
nistere en  la  matiere. 


COMMENTAIRES  DU  MINISTERE 


Nous  avons  pris  des  mesures  concretes  pour  fai- 
re  en  sorte  que  la  fonction  financiere  examine 
tous  les  sytemes  qui  produisent  des  donnees  fi- 
nancieres, afin  d'assujettir  ces  systemes  a  un  con- 
trole interne  efficace  et  de  les  integrer  aux  autres 
systemes  financiers,  compte  tenu  des  autres  be- 
soins en  matiere  de  gestion. 


Presentement,  le  secteur  financier  est  dote  d'un 
personnel  hautement  qualifie  et  competent. 
Nous  entreprendrons  neanmoins  une  etude  afin 
de  determiner  les  besoins  en  effectifs  supplemen- 
taires,  en  tenant  compte  particulierement  des 
qualites  et  de  l'experience  requises  pour  les  di- 
vers postes. 


Les  fonctionnaires  superieurs  des  finances  du 
Ministere  ont  deja  pris  part  a  un  examen  des 
normes  de  classification.  Ce  genre  d 'etude  va  se 
poursuivre,  car  le  domaine  considere  preoccupe 
au  plus  haut  point  les  cadres  superieurs  du 
Ministere. 

Accepte.  Nous  veillerons  a  ce  qu'un  regime 
d 'appreciation  soit  applique  au  sein  de  la  fonc- 
tion financiere  du  Ministere. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

QUALITE  DE  LA  COMMUNICATION  DES 
EXIGENCES  FINANCIERES 

•  II  faudrait  reviser  le  manuel  de  la  gestion  fi- 
nancier en  s'inspirant  du  Guide  d 'adminis- 
tration financiere  du  Conseil  du  tresor.  On 
devrait  decrire  entierement,  en  utilisant  con- 
jointement  les  techniques  de  graphiques  de 
cheminement  et  de  narration,  tous  les  syste- 
mes  qui  produisent  des  renseignements 
financiers. 

POLITIQUES  ET  METHODES  DE 
CONTROLE  DES  DEPENSES 

•  II  y  aurait  lieu  de  soumettre  au  bureau  princi- 
pal des  rapports  trimestriels  donnant  les  mo- 
tifs des  derogations  discretionnaires  aux  exi- 
gences du  Ministere  selon  lesquelles  on  doit 
sollicker  des  soumissions  pour  les  baux. 

•  II  serait  bon  qu'un  fonctionnaire  superieur  des 
finances  qui  n'a  rien  a  voir  avec  la  comptabili- 
te  de  la  paie  retienne  les  cheques  de  paie  jus- 
qu'au  moment  oil  ceux-ci  soient  remis  aux 
gestionnaires  des  centres  de  responsabilite 
charges  de  les  distribuer. 

•  Les  bureaux  regionaux  qui  ne  verifient  pas 
chaque  mois  si  leurs  registres  d 'utilisation 
d'annees-hommes  correspondent  a  leurs  listes 
de  paie  devraient  le  faire. 

CONTROLE  DES  REVENUS  Y  COMPRIS 
LES  COMPTES  A  RECEVOIR 

•  II  y  aurait  lieu  d 'examiner  en  profondeur  les 
systemes  de  controle  interne  des  revenus  afin 
de  s 'assurer  que  les  revenus  sont  controles 
comme  il  convient. 


•  Le  Ministere  devrait  cesser  de  subventionner 
les  organismes  pour  les  logements  qu'ils  four- 
nissent  dans  le  Nord. 

•  Le  reglement  actuel  du  Conseil  du  tresor  en 
matiere  de  logement  oblige  le  Ministere  a  sub- 
ventionner tous  les  autres  usagers  des  pro- 
grammes. Tous  les  couts  encourus  pour  four- 
nir  pareil  service  de  logement  devraient  etre 
imputes  aux  ministeres  en  cause. 


COMMENTAIRES  DU  MINISTERE 


Nous  travaillons  actuellement  a  la  mise  au  point 
d'un  manuel  financier  efficace;  cependant,  nous 
allons  proceder  a  une  nouvelle  revue  qui  tiendra 
compte  des  techniques  de  graphiques  de  chemi- 
nement et  de  narration  proposees. 


Nous  allons  mettre  au  point  une  methode  de 
surveillance  de  l'exercice  du  pouvoir  discretion- 
naire  au  niveau  regional. 


Nous  acceptons  cette  proposition  et  nous  y  don- 
nons  suite. 


II  s'agit  la  d'une  methode  exigee  par  le  Ministe- 
re et  que  nous  nous  efforcerons  de  faire  respecter 
plus  rigoureusement. 


L'efficacite  du  controle  interne  des  revenus  de- 
vrait s'accroitre  sensiblement  par  suite  de  la 
mise  en  application,  le  ler  avril  1975,  du  syste- 
me  de  gestion  financiere  ainsi  que  du  controle 
des  comptes  a  recevoir,  dont  le  fonctionnement 
fera  l'objet  d'une  surveillance  etroite  au  cours 
des  douze  prochains  mois. 
Nous  tiendrons  compte  de  cette  recommanda- 
tion  dans  la  renegotiation  des  taux. 

Nous  poursuivons  actuellement  des  discussions  a 
ce  sujet  avec  le  Conseil  du  tresor  dans  le  sens  de 
cette  recommandation. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

TERRAINS,  IMMEUBLES  ET 
AMELIORATIONS  LOCATIVES 

•  II  conviendrait  de  faire  des  efforts  concertes  en 
vue  d'achever  le  registre  central  des  biens  im- 
mobiliers  de  facon  a  accroitre  son  utilite  pour 
tous  les  ministeres  et  organismes  du 
gouvernement. 

•  II  conviendrait  que  le  Ministere  etablisse,  de 
concert  avec  le  ministere  des  Approvisionne- 
ments  et  Services,  un  systeme  en  vertu  duquel 
toute  acquisition  de  biens  immobiliers  par  un 
organisme  federal  serait  signalee  au  Ministe- 
re, ce  qui  permettrait  de  tenir  a  jour  le  registre 
central  des  biens  immobiliers. 

•  Le  Ministere  ferait  bien: 

i)  derevoir  ses  systemes  actuels  de  registres  de 
biens  immobiliers  et  ceux  envisages  pour  les 
rationaliser  et  les  coordonner;  puis 

ii)  de  concilier  les  autres  systemes  et  mettre  en 
oeuvre  des  controles  portant  sur  l'aspect  fi- 
nancier ou  quantitatif  de  ces  systemes  afin 
de  garantir  qu'ils  demeureront  concordants. 

•  Dans  les  couts  relies  aux  biens  acquis  apres  le 
ler  avril  1975  et  qui  doivent  figurer  comme 
immobilisations  au  sein  du  systeme  de  la  ges- 
tion  financiere,  il  y  aurait  lieu  d'inclure  tous 
les  couts  directs  de  meme  que  tous  les  couts 
indirects  en  cause. 

COMPTES  A  RECEVOIR  A  LONGUE 
ECHEANCE 

•  II  serait  bon  que  le  Ministere  determine  la 
situation  de  chacun  de  ses  prets  et  avances,  et 
qu'il  en  fasse  l'inscription  a  l'interieur  du  sys- 
teme de  la  gestion  financiere.  Les  rapports 
portant  sur  les  comptes  a  recevoir  devraient,  a 
l'avenir,  faire  etat  de  tous  les  prets  consentis, 
qu'ils  soient  courants  ou  non,  et  inclure  des 
commentaires  sur  leur  condition. 


COMMENTAIRES  DU  MINISTERE 


Nous  sommes  d 'accord. 


Cette  recommandation  a  du  bon  et  nous  l'etu- 
dierons  avec  les  responsables  des  organismes 
interesses. 


Les  responsables  du  systeme  de  la  gestion  fi- 
nanciere ont  reconnu  en  partie  la  necessite  de 
telles  mesures,  et  des  dispositions  seront  prises 
pour  rationaliser  les  systemes  en  cause  et  assurer 
leur  coordination  permanente. 


Le  systeme  inaugure  le  ler  avril  1975  prevoit 
1 'inclusion  de  tous  les  couts  semblables. 


Cette  recommandation  est  maintenant  concreti- 
see  grace  a  1 'application  des  procedes  du  systeme 
de  la  gestion  financiere  qui  se  rapportent  aux 
comptes  a  recevoir. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

COMPTES  EN  FIDEICOMMIS 

•  II  faudrait  reviser  le  systeme  de  controle  des 
retenues  effectuees  sur  les  paiements  aux  en- 
trepreneurs afin  que  la  conciliation  des  comp- 
tes  et  des  rapports  soit  faite  plus  reguliere- 
ment,  de  maniere  a  relever  les  articles  inhabi- 
tuels  ou  en  suspens  depuis  longtemps. 

VERIFICATION  INTERNE 

•  Le  comite  de  verification  du  Ministere  devrait 
definir  les  buts  et  objectifs  precis  de  la  division 
de  la  verification  interne  et  participer  plus  ac- 
tivement  a  la  direction  de  ses  activites. 

•  II  y  aurait  lieu  d  'entreprendre  immediatement 
des  mesures  pour  hausser  le  niveau  de  compe- 
tence professionnelle  au  sein  du  service  de  ve- 
rification interne. 

•  Au  lieu  de  faire  rapport  au  directeur  des  fi- 
nances, la  division  de  la  verification  interne 
devrait  rendre  compte  de  ses  travaux  a  un 
membre  de  la  haute  direction  qui  serait  moins 
relie  aux  operations  financieres. 

•  II  conviendrait,  dans  le  cadre  de  la  verifica- 
tion, de  porter  une  attention  particuliere  a  1  'e- 
valuation  des  systemes  de  gestion  et  de  contro- 
le financiers  et  aux  recommandations  qui 
s'imposent. 

•  Les  rapports  de  verification  devraient  mettre 
les  recommandations  en  relief  et  comporter 
un  bref  compte  rendu  pour  la  gestion. 

•  II  faudrait  que  la  direction  de  la  verification 
interne  redige  un  rapport  annuel  a  l'intention 
des  membres  du  comite  de  direction. 

CLASSIFICATION  DES  COMPTES 

•  Le  Ministere  devrait  entamer  des  negotiations 
avec  le  Conseil  du  tresor  en  vue  d'agencer  son 
programme  par  activite  d'une  maniere  qui 
soit  plus  compatible  avec  ses  operations. 

PREVISIONS  DE  PROGRAMMES 

•  Le  comite  de  direction  aurait  avantage  a  pu- 
blier  chaque  annee,  a  l'intention  de  la  gestion 
regionale,  des  lignes  directrices  formelles  sur 
la  fa^on  d'elaborer  leurs  sousmissions  de  pre- 
visions de  programmes. 

•  A  plus  longue  echeance,  le  Ministere  devrait 
s'efforcer  de  centraliser  davantage  l'etablisse- 
ment  des  previsions  de  programmes. 


COMMENTAIRES  DU  MINISTERE 


Nous    modifierons    le    systeme    de    la    facon 
proposee. 


Cela  sera  fait. 


Nous  en  convenons,  et  nous  explorerons  tous  les 
debouches  pour  parvenir  a  cette  fin,  y  compris  la 
revision  du  classement  des  postes  et  la  rotation 
du  personnel  de  gestion  a  l'interieur  du  service. 
Nous  allons  faire  en  sorte  que  la  verification 
interne  ne  releve  plus  directement  du  directeur 
des  finances. 


Nous  reconnaissons  le  bien-fonde  de  cette  re- 
commandation  et  nous  avons  pris  des  disposi- 
tions pour  mettre  davantage  1  'accent  sur  la  veri- 
fication des  systemes. 

Les  rapports  de  verification  tiendront  dorena- 
vant  compte  de  cette  recommandation. 

Le  Ministere  souscrit  a  cette  recommandation  et 
produira  ce  rapport. 


Des  pourparlers  a  ce  sujet  sont  deja  en  cours  et 
vont  se  poursuivre. 


Cette  initiative  sera  prise  pour  l'etablissement 
des  prochaines  previsions  de  programmes. 


Nous  avons  l'intention  des  l'automne  1975,  de 
centraliser  l'etablissement  des  previsions  de 
programmes. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

•  La  methode  de  planification  des  depenses  en 
fonction  des  couts  unitaires  devrait  s'appli- 
quer,  dans  la  mesure  du  possible,  a  toutes  les 
categories  de  depenses  du  Ministere. 

•  II  y  aurait  lieu  d'effectuer  une  analyse  et  une 
categorisation  plus  poussees  des  divers  genres 
d'immeubles  afin  de  pouvoir  expliquer  les  dis- 
parites  regionales  et  en  rendre  compte  dans 
l'etablissement  des  previsions  de  programmes. 

•  Le  Ministere  ferait  bien  de  tenter  d'obtenir 
aupres  du  Conseil  du  tresor  que  celui-ci  insti- 
tue  un  service  ofnciel  de  liaison  grace  auquel 
le  Ministere  pourrait  prendre  connaissance 
des  projets  susceptibles  de  modifier  les  besoins 
des  ministeres  clients  en  matiere  de  locaux. 

BUDGET  PRINCIPAL  DES  DEPENSES 

•  II  y  aurait  lieu,  dans  le  budget  des  depenses  au 
chapitre  des  previsions  sur  les  projets  d  'inves- 
tissements,  de  faire  la  difference  entre  les  pre- 
visions fondees  sur  des  evaluations  de  valeurs 
courantes  et  celles  etablies  en  fonction  des 
marches  fermes. 

•  Le  Ministere  devrait  proposer  aux  organismes 
centraux  competents  que  soient  portes  au  cre- 
dit du  programme  du  logement  les  frais  des 
services  fournis  aux  autres  ministeres,  et  que 
les  comptes  relies  aux  sommes  ainsi  portees  au 
credit,  de  meme  que  les  comptes-d  'ordre  pour 
les  frais  des  usagers  de  programmes,  soient 
mis  a  jour  en  vue  de  leur  inclusion  dans  les 
Comptes  publics. 

•  Dans  tous  les  cas  importants  de  baux  avec 
options  d 'achat,  ayant  trait  aux  proprietes  im- 
mobilieres,  il  conviendrait  que  s'appliquent 
des  exigences  similaires  a  celles  qui  visent  les 
achats  ordinaires  de  biens-capitaux  pour  ce 
qui  est  de  la  divulgation  de  renseignements. 

CONTROLE  BUDGETAIRE  ET 
PREVISIONS  DE  CAISSE. 

•  Des  que  les  systemes  de  rapports  sur  la  gestion 
financiere  et  sur  la  mesure  du  rendement  se- 
ront  entierement  en  etat  de  fonctionner,  il  y 
aurait  lieu  d'enqueter  aupres  des  interesses 
pour  decouvrir  dans  quelle  mesure  la  gestion 
est  favorable  a  l'emploi  de  tels  rapports,  avec 
1 'intention  d'eliminer  tous  les  systemes  ma- 
nuels  de  rapports. 


COMMENTAIRES  DU  MINISTERE 

C'est  la  la  ferme  intention  du  Ministere;  nous 
appliquerons  la  methode  en  question  a  nos  au- 
tres categories  de  depenses  des  que  nous  dispose- 
rons  des  donnees  de  base  voulues. 
Le  Ministere  a  entrepris  de  mettre  au  point  et 
d 'adopter  graduellement  un  systeme  de  categori- 
sation selon  le  genre  des  immeubles  ainsi  qu'un 
ensemble  de  codes  qui  correspondent  aux  cate- 
gories etablies. 

Nous  poursuivons  continuellement  nos  efforts  a 
cette  fin. 


Nous  commencerons  cette  pratique  lors  de  la 
presentation  du  budget  des  depenses  1976-1977. 


Nous  discuterons  de  cette  question  avec  les  orga- 
nismes competents. 


II  faudra  pour  cela  que  le  Conseil  du  tresor  mo- 
dine  les  exigences  applicables  aux  autres  minis- 
teres et  organismes.  Nous  en  discuterons  avec  le 
secretariat  du  Conseil  du  tresor. 


Pareille  enquete  doit  avoir  lieu  vers  la  fin  de 
l'annee  financiere  1975-1976. 
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OBSERVATIONS  ET 
RECOMMANDATIONS 

•  Les  provisions  reliees  aux  depenses  en  capital 
devraient  se  fonder  principalement  sur  le  sys- 
teme de  rapports  faisant  etat  des  projets  en 
capital,  et  il  faudrait  s 'assurer  immediatement 
que  ceux-ci  donnent  lieu  a  la  publication  regu- 
liere  de  rapports  adequats. 

RAPPORTS  FINANCIERS 

•  Afin  d'eliminer  le  double  emploi  pour  le  trai- 
tement  des  donnees,  il  y  aurait  lieu  de  tenter 
d'obtenir  du  ministere  des  Approvisionne- 
ments  et  Services  qu'il  accepte  a  ses  propres 
fins  les  donnees  du  Ministere  preparees  aux 
fins  du  systeme  de  la  gestion  financiere. 

•  II  est  a  conseiller  de  bien  decrire  les  methodes 
de  controle  servant  a  la  verification  des  rap- 
ports etablis  aux  fins  du  systeme  de  la  gestion 
financiere. 

•  Le  contenu  financier  du  rapport  annuel  de- 
vrait  etre  augmente  dans  le  but  de  produire 
des  renseignements  d'ordre  financier  complets 
au  sujet  des  activites  et  de  l'exploitation  du 
Ministere. 


COMMENTAIRES  DU  MINISTERE 

Le  Ministere  est  d  'accord  et  des  dispositions  ont 
ete  prises  pour  garantir  l'exactitude  des  rapports 
futurs. 


Des  discussions  a  ce  sujet  se  poursuivent  avec  le 
ministere  des  Approvisionnements  et  Services 
depuis  quelque  temps  deja  et  elles  continueront. 


La  description  des  methodes  est  maintenant 
completee. 


Nous  modifierons  la  presentation  financiere  du 
rapport  annuel  en  conformite  de  cette 
recommandation. 
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